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PREFACE 


his  book  concerns  American  industry  and  commerce.  It  is  based  on  the 
conviction  that  knowledge  comprises  facts,  and  ideas  about  how  the  facts 
relate  to  one  another.  The  facts  we  call  empirical  knowledge;  the  ideas  we 
call  theoretical  knowledge.  Knowledge  is  not  complete  without  both.  I  have 
given  prominence  to  ideas  about  work  in  our  society  because  I  think  in  the 
analysis  of  this  important  aspect  of  social  behavior  we  have  been  singularly 
naive  about  the  theory  we  have  used.  At  the  same  time,  I  have  sought  dili¬ 
gently  all  the  facts  I  could  accumulate  from  studies  and  observations  of 
working  behavior,  to  maximize  the  practical  knowledge  about  which  the 
theory  makes  sense. 

This  entire  volume  is  devoted  to  what  people  do  while  they  are  working, 
and  the  reasons  for  their  behavior.  The  world  of  work  is  given  more  exten¬ 
sive  coverage,  and  intensive  analysis,  than  in  any  comparable  volume.  I  have 
purposely  minimized  the  treatment  of  union-management  relations  in  this 
book  in  order  to  be  able  to  include  the  scope  and  depth  of  materials  covered. 
This  does  not  mean  I  consider  union  and  company  relations  unimportant. 
The  opposite  is  true.  In  my  opinion,  industrial  relations  are  so  crucial  for 
the  economy  that  their  analysis  has  been  reserved  for  a  companion  volume, 
Robert  Dubin,  Working  Union-Management  Relations  (Englewood  Cliffs, 
N.  J.:  Prentice-Hall,  Inc.,  1958).  The  two  volumes  together  analyze  the 
major  facets  of  American  industrial  society.  They  share  a  common  theoretical 
framework,  and  can  be  read  in  sequence  or  independently. 

A  supplementary  bibliography  is  included  at  the  end  of  the  volume.  It 
should  prove  useful,  in  addition  to  the  chapter  citations,  as  a  guide  to  the, 
extensive  literature  in  this  field. 

This  book  should  prove  valuable  as  an  attempt  to  make  systematic  sense 
out  of  work  in  our  industrial  world.  The  balance  of  fact  and  theory  is  use¬ 
ful  to  those  interested  in  understanding  this  complex  world  for  the  knowl¬ 
edge  it  brings,  and  the  value  of  its  future  application. 

To  men  and  women  doing  the  work  of  our  society — management  and 
workers,  specialists  and  line  executives,  union  officials  and  government  func¬ 
tionaries  dealing  with  industry  and  commerce — this  book  should  prove  help¬ 
ful  for  its  organizing  ideas  about  working  behavior.  Most  of  you  have  vast 
practical  knowledge.  I  hope  this  volume  helps  make  sense  of  the  fund  of  facts 
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you  have,  by  organizing  your  information  through  meaningful  ideas,  mapping 
it  into  understandable  patterns. 

To  my  professional  colleagues  who  are  also  devoting  lifetimes  to  studying 
people  at  work,  I  offer  this  book  as  a  challenge.  There  are  ideas  contained 
herein  for  which  our  factual  knowledge  is  incomplete;  there  are  some  facts 
not  included  because  they  do  not  make  sense  in  any  theoretical  scheme.  This 
book,  I  hope,  will  prove  useful  in  stimulating  future  research  so  that  sub¬ 
sequent  editions  may  be  vastly  improved  by  the  feedback  of  your  studies  and 
theoretical  contributions.  My  obvious  present  debt  to  you  is  indicated  in  the 
citation  of  your  works. 

It  is  a  great  satisfaction  to  acknowledge  contributions  people  and  organiza¬ 
tions  have  made  to  this  volume.  Many  business  executives,  union  leaders, 
workers,  and  students  of  work  have  shared  their  knowledge  unstintingly  to 
answer  and  illuminate  queries  about  working  in  the  contemporary  United 
States.  Professor  Theodore  Caplow,  University  of  Minnesota,  has  generously 
read  the  majority  of  chapters.  Professor  William  Kornhauser,  University 
of  California,  also  read  several  chapters  and  improved  their  content  by  his 
comments.  Professor  Herbert  Blumer,  University  of  California,  has  read  the 
entire  manuscript,  bringing  to  bear  on  it  his  superior  critical  evaluations,  tem¬ 
pered  by  his  own  considerable  knowledge  of  American  industry. 

A  year  as  Fellow  at  the  Center  for  Advanced  Study  in  the  Behavioral 
Sciences  permanently  indebted  me  to  the  Ford  Foundation,  its  sponsor,  and 
to  Director  Ralph  Tyler  and  his  staff,  who  “facilitated”  its  operations.  The 
bliss  of  uninterrupted  work  with  only  self-chosen  breaks  can  never  be  dupli¬ 
cated  in  any  other  kind  of  environment.  Most  important,  however,  was  the 
full  measure  of  devotion  to  intellectual  exchange  by  the  Center’s  Fellows. 
A  number  of  them  cheerfully  accepted  the  task  of  reading  chapters  of  this 
book  in  their  areas  of  professional  interest.  It  owes  much  to  their  criticism 
and  suggestions,  so  thank  you,  Professor  Kingsley  Davis,  University  of  Cali¬ 
fornia;  Professor  Harold  Guetzkow,  Northwestern  University;  Dr.  A.  H. 
Halsey,  University  of  Birmingham,  England;  and  Professor  John  Thibaut, 
University  of  North  Carolina — all  Center  colleagues,  who  especially  made 
the  years  1956-57  memorable. 

Others,  of  course,  have  made  writing  this  book  easier.  Dean  Austin  Grim- 
shaw,  School  of  Business  Administration,  University  of  Washington,  made 
excellent  secretarial  services  available  during  two  summers’  teaching  there. 
Mrs.  Eugene  W.  Dils  typed  the  entire  manuscript,  giving  it  professional 
editorial  attention  in  the  process.  Orville  A.  Collver  and  Peter  Johnson  did 
detailed  work  as  assistants,  and  Milton  Bregman  executed  the  charts  with 
imagination.  Samuel  L.  Johnson  prepared  the  index. 

A  sensitive  and  knowledgeable  editing  of  the  manuscript  was  important 
in  improving  readability;  a  task  done  with  distinction  by  David  Vanderburgh 
of  Prentice-Hall,  Inc.  His  colleague,  W.  W.  Worcester,  designed  an  elegant 
format  and  expedited  production. 
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Chapter 


1 

WORLD  OF  WORK 


he  historic  dream  of  mankind  is  of  a 
utopia  where  human  work  is  moderate  or 
unnecessary.  The  real  facts  of  life  are  that 
almost  all  adults  work,  everywhere  in  the 
world.  Work  is  a  central  fact  of  our  lives. 
This  book  is  all  about  work  in  urban-industrial 
United  States. 

Industrial  work  is  carried  out  in  organiza¬ 
tions.  The  business  firms  of  commerce  and 
industry  are  complex,  permanent  organiza¬ 
tions  whose  operations  display  some  charac¬ 
teristic  features  that  are  the  consequence  of 
organization.  Continuous  production  of  goods 
and  services  for  mass  markets  requires  organ¬ 
ization  to  secure,  and  keep  together,  ma¬ 
terials,  machines,  and  men. 

There  are  other  factors  leading  to  perma¬ 
nent  work  organizations.  We  need  only  men¬ 
tion  some  at  this  point.  For  many  productive 
activities,  considerable  investment  in  plant, 
material,  and  equipment  is  necessary.  The 
investment  in  capital  equipment  and  materials 
often  exceeds  the  resources  of  single  indi¬ 
viduals,  but  a  corporate  group  is  capable  of 
raising  money  to  finance  these  expenditures. 

Another  factor  requiring  continuous  or¬ 
ganization  of  work  activities  is  the  division  of 
labor  into  specialized  tasks  and  functions.  In 
order  that  the  janitor,  lathe  operator,  account¬ 
ant,  salesman,  purchasing  agent,  production 
control  manager,  engineer,  and  file  clerk  can 
all  perform  their  several  duties  in  unison,  it 
is  necessary  for  the  tasks  to  be  organized 
systematically  with  respect  to  each  other.  This 
can  best  be  done  through  formal  organization 


— tying  the  individual  jobs  together  and  co¬ 
ordinating  their  activities. 

Continuity  of  output  is  a  consequence  of 
the  fulfillment  of  all  specialized  tasks  involved 
in  production  at  the  required  time,  and  in 
the  required  quantities.  This  means  that  work 
activities  must  be  at  least  partially  independent 
of  the  individual  workers  involved.  Were  this 
not  so,  the  whole  productive  enterprise  might 
grind  to  a  temporary  halt  with  the  absence 
of  one  or  several  persons  from  their  work 
stations.  In  order,  therefore,  to  achieve  con¬ 
tinuity  of  output,  it  is  necessary  to  organize 
the  total  productive  activity  so  that  rapid 
substitution  can  be  made  of  one  worker  by 
another  when  this  is  necessitated  by  illness, 
quitting  or  dismissal.  An  organization  is 
capable  of  handling  problems  of  staffing.  A 
collection  of  independent  craftsmen  working 
together  might  be  very  much  less  efficient  in 
handling  such  problems,  particularly  those  of 
staff  turnover. 

Work  organizations  exist  because  an  organ¬ 
izing  system  is  necessary  to  meet  the  condi¬ 
tions  of  modern  work.  Indeed,  one  of  the 
great  social  inventions  of  the  industrial  revolu¬ 
tion  was  the  modem  business  organization. 
We  do  not  often  think  of  inventiveness  being 
displayed  in  the  area  of  social  arrangements. 
It  is  notably  true  that  major  inventions  have, 
indeed,  been  made  in  the  social  structuring 
of  work  relationships. 

One  of  the  themes  of  this  book  is  the  social 
inventiveness  of  man.  New  ways  of  working 
together  and  new  systems  of  social  relation- 
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ships  have  been,  and  are  still  being,  invented. 
These  social  inventions  incorporated  in  busi¬ 
ness,  productive,  and  service  organizations  of 


WO  R  K  I  N 

We  are  concerned  with  behavior  of  people 
at  work.  It  is  clear,  however,  that  work  has 
a  variety  of  meanings.  Our  first  task  is  to 
indicate  the  special  meaning  assigned  to  work 
in  this  volume. 


WORK 

By  work  we  mean  continuous  employment, 
in  the  production  of  goods  and  services,  for 
remuneration.  This  definition  has  three  ele¬ 
ments:  (A)  that  work  is  continuous;  (B)  that 
it  results  in  production  of  goods  and  services; 
and  (C)  that  the  work  is  performed  for  pay. 
These  three  elements  in  the  definition  of  work 
are  necessary  to  differentiate  work  behavior 
from  other  kinds  of  human  activities. 


CONTINUITY  OF  WORK 

It  is  necessary  to  limit  attention  to  work 
that  is  continuous.  This  means  that  the  work 
is  carried  out  regularly  over  a  period  of  time. 
The  importance  of  emphasizing  continuity  of 
work  lies  in  two  basic  facts. 

The  production  of  goods  and  services  al¬ 
most  universally  requires  continuous  effort. 
Without  continuity  of  effort,  goods  or  services 
produced  are  either  trivial,  or  immaterial  to 
the  total  output  of  a  society. 

In  addition,  emphasis  on  continuity  of 
work  has  significance  for  the  context  of  work, 
and  for  the  life  history  of  workers.  When  work 
is  performed  continuously,  it  tends  to  take 
place  in  a  permanent  organization.  In  our 
society  we  call  this  a  business  firm.  We  there¬ 
fore  deal  exclusively  with  work  as  it  takes 
place  in  some  kind  of  business  firm. 

From  the  standpoint  of  the  life  history  of 
the  individual,  the  significant  work  he  per¬ 
forms  is  done  continuously  by  him.  We  de¬ 
scribe  a  major  segment  of  everyone’s  career 


our  society  are  just  as  important  to  output  and 
efficiency  as  machines,  materials,  and  indus¬ 
trial  processes. 

INDUSTRY 

by  the  kind  of  work  performed.  We  point  to 
a  man’s  profession  or  occupation  as  an  im¬ 
portant  characteristic  of  his  total  life  history. 
We  even  discover  that  social  standing  is  in¬ 
timately  associated  with  the  continuous  work 
that  he  performs  in  the  society.  We  certainly 
become  aware  of  the  fact  that  a  major  share 
of  waking  hours  is  devoted  to  work  performed 
on  a  continuous  basis. 

It  should  be  clear,  then,  why  it  is  that  only 
work  carried  on  continuously  over  a  signifi¬ 
cant  period  of  time  will  be  considered  as  our 
central  subject  matter. 


PRODUCTION  OF  GOODS  AND  SERVICES 

Production  of  goods  and  services  as  part 
of  our  definition  of  work  is  important  to 
differentiate  it  from  other  human  efforts.  There 
are  many  daily  activities  involving  expendi¬ 
tures  of  human  energy.  Human  energy  is 
expended  on  recreational  activities;  personal 
care  including  eating,  washing,  and  dressing; 
affectional  relations  as  among  people  in  fam¬ 
ilies;  and  physical  activities  like  walking,  driv¬ 
ing,  and  talking.  In  a  physiological  sense,  an 
expenditure  of  energy  is  defined  as  work.  In  a 
sociological  sense,  only  those  expenditures  of 
human  energy  producing  goods  or  services  are 
defined  as  work. 


PAY 

A  third  element  in  the  definition  of  work  is 
that  the  work  is  performed  for  pay.  This  spe¬ 
cial  limitation  imposed  on  the  definition  of 
work  confines  our  attention  to  a  modern 
exchange  economy. 

A  very  brief  consideration  of  modem  urban 
industrial  life  reveals  that  many  human  ac¬ 
tivities  meet  the  first  two  criteria  but  do  not 
meet  the  third,  namely  that  activities  are 


WORLD  OF  WORK 
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carried  on  for  pay.  The  most  general  ex¬ 
ample  is  the  housewife.  Her  housework  is 
continuous  (many  believe  much  too  con¬ 
tinuous!)  and  results  in  producing  goods  like 
food,  clothing,  and  household  adornments, 
or  services  like  cooking,  cleaning,  and  child- 
rearing.  The  housewife  does  not  get  paid 
directly  for  these  services.  Indeed,  it  would 
clearly  not  fit  the  marriage  institution  for  her 
services  to  be  valued  in  money  or  paid  for 
on  a  per-hour  basis.  The  housewife  falls  out¬ 
side  the  subject  matter  of  our  field.  However, 
if  the  same  services  are  performed  by  some¬ 
one  working  for  pay,  then  the  activity  falls 
within  our  definition  of  work.  This  distinction 
is  neither  artificial  nor  troublesome.  We  would 
study  the  housewife  as  a  significant  part  of  the 
family  institution.  We  study  the  housemaid 


as  a  part  of  the  market  economy.  Both  may 
perform  identical  services,  but  the  contexts  in 
which  the  services  are  carried  out  are  markedly 
different.  The  context  is  that  of  family  func¬ 
tions  on  the  one  hand,  and  industrial  or  eco¬ 
nomic  employment  on  the  other. 

In  summary,  then,  our  subject  matter  is 
work  continuously  performed,  in  the  produc¬ 
tion  of  goods  and  services,  for  which  the 
worker  receives  pay. 

This  book  is  about  work  in  commerce  and 
industry.  It  is  believed  that  many  of  the  con¬ 
clusions  reached  also  apply  to  other  kinds 
of  formal  organizations,  like  government  bu¬ 
reaus  and  voluntary  associations.  Some  of 
the  generalizations  may  also  be  relevant  to 
work  in  independent  professions,  and  among 
the  self-employed. 


MANAGEMENT 


Management  of  business  firms  is  a  group  process.  Group  thinking,  col¬ 
lective  responsibility,  and  shared  decisions  are  central  features  of  operating 
management. 

Higher  level  managers  get  together  regularly  to  coordinate  departmental 
activities  they  direct.  Top  managers  are  constantly  exposed  to  appraisal, 
criticism,  and  reward  from  management  colleagues  in  these  conferences. 

Technical  brains  are  often  "plugged  into"  the  organization  through  ad  hoc 
conferences  with  operating  people.  Technical  specialists  learn  about  opera¬ 
ting  problems  and  apply  their  knowledge  in  suggesting  appropriate  solu¬ 
tions. 

Even  among  management's  staff  specialists  interaction  is  frequent.  In¬ 
formally,  problems  are  discussed,  advice  sought,  and  approval  expected 
in  "bulling"  with  older,  more  mature  colleagues. 

Talking  is  an  important  behavior  of  management  men  (and  the  few  women 
who  rise  to  management  ranks).  They  talk  a  lot  to  each  other.  This  is 
above  and  beyond  the  interaction  involved  in  innovating  for  subordinates, 
and  directing,  controlling,  and  coordinating  their  activities. 


Meeting  of  top  level  department  managers  in  a  large  corporation.  Group  thinking 
to  coordinate  diverse  activities  is  a  prominent  feature  of  these  meetings,  held 
weekly,  or  more  often. 
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Operating  plans  are  worked  out  by  technical  specialists  and  operating  department 
officials,  at  special  conferences  held  only  as  required. 


Geologists,  important  technical  men  in  oilwell  drilling,  work  out  a  special  problem. 
Such  conferences  are  not  regularly  scheduled,  but  occur  frequently  among  manage¬ 
ment  staff  experts  to  share  knowledge,  and  secure  colleague  approval  for  difficult 
decisions. 
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INDUSTRY  AROUND  US 


Three  large  classes  of  industry  are  not  housed  in  offices  and  factories. 
Transportation  systems  cover  the  surface  of  the  earth  with  ribbons  of  high¬ 
ways  and  steel  rails,  and  extended  invisibly  through  water  and  air,  to  carry 
goods  and  people  from  here  to  there.  Nature's  raw  materials  are  made  ready 
for  processing  by  logging,  mining,  and  fishing  (not  forgetting  agriculture, 
which  lies  outside  the  scope  of  this  book).  Buildings  to  house  people  and 
their  work  have  to  be  constructed,  as  do  the  changes  man  makes  in  the 
face  of  nature  to  suit  his  own  needs  and  conveniences. 

Many  men  work  out-of-doors  at  hard,  sometimes  dangerous,  and  usually 
weatherbeaten  jobs.  Wherever  possible  their  work  is  lightened  by  using 
power-driven  equipment — cranes,  saws,  concrete  mixers.  The  brawny  men 
of  industry  are  largely  to  be  found  in  outdoor  work. 


Transhipping  steel  from  a  railroad  flat  car  to  the  hold  of  a  ship.  Most  industrial 
products  travel  first  as  raw  materials  and  then  as  finished  goods. 


Pouring  reinforced  concrete  pilings.  Big  construction  requires 
large  equipment,  sometimes  dwarfing  the  men  who  work  with  it. 
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At  an  open-hearth  furnace  a  200-ton 
ladle  hanging  from  an  overhead  crane 
pours  hot  steel  into  an  ingot  mold. 
A  single  operator  controls  the  flow 
of  molten  steel  from  ladle  to  mold. 


BIG  INDUSTRY 

Steel  making  is  hard,  hot,  and  dirty  work.  The  equipment 
is  massive.  Foundry  work,  pouring  molten  metal  into  molds 
to  shape  it  in  desired  ways,  is  exhausting  and  dirty,  re¬ 
quiring  big  and  lusty  men. 

Such  work  also  is  a  challenge,  for  each  new  heat  of 
metal  is  a  kind  of  triumph  over  malleable  nature,  worked 
into  shapes  for  purposes  of  man's  design. 

It  takes  a  powerhouse  of  equipment  to  cut,  shape, 
machine,  and  assemble  the  basic  steel  into  recognizable 
and  useful  products.  Before  rapid  production  can  get 
under  way,  much  meticulous  brain  and  hand  work  precedes 
it.  In  making  an  automobile,  for  example,  wooden  dies 
are  carved  out  of  hardwood  to  make  the  pattern  for  hand- 
hammered  models.  When  the  "mocked-up"  car  is  accepted 
as  final  design,  more  hand  labor  goes  into  making  dies  for 
the  huge  presses.  Assembled  to  the  presses,  the  dies  re¬ 
peatedly  stamp  sheet  steel  to  the  desired  shape. 

Mass  production  requires  tremendous  quantities  of  the 
raw  materials,  like  steel,  that  it  consumes  in  endless  fashion. 
It  also  needs  the  guiding  hand  of  man  to  design  the 
products,  and  ready  machines  to  produce  them.  Once 
production  is  rolling,  the  machines  take  over,  requiring 
only  the  services  of  "operatives,"  and  occasional  main¬ 
tenance. 
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Hot  metal,  just  tapped  from  the 
furnace,  is  poured,  by  hand,  to  make 
a  casting  of  a  tractor  transmission 
housing. 


Skilled  workers  are  hammering  sheet 
metal  into  shape  on  a  wooden  form. 
In  this  way,  the  prototype  automobile, 
for  next  year's  production  model,  is 
manufactured  by  expert  hands. 


When  the  prototype  automobile  de¬ 
sign  is  finally  accepted  for  a  produc¬ 
tion  model,  dies  are  made  to  stamp 
body  parts.  This  huge  press,  with  a 
single  stroke,  shapes  a  flat  sheet  of 
steel  into  a  quarter  panel  for  the  rear 
half  of  the  car's  side. 


MECHANIZATION  AND  FLOW 


Two  outstanding  characteristics  of  industrial  production  are  mechanization 
of  tasks  and  continuous  flow  of  work  in  process. 

Mechanization  replaces  human  energy  with  powered  equipment.  The 
latest  triumph  of  the  machine  is  automation.  Through  automation  the  brain 
of  the  human  operator  is  replaced  by  an  electronic  brain  that  acts  in  its 
stead  as  a  sensing  and  order-giving  center. 

Mechanization  means  more  output.  Materials  flow  rapidly  from  one 
work  station  to  the  next.  So  do  subassemblies  and  partially  finished  products. 
Products  flow  through  machines  in  continuous  streams.  They  move  on  end¬ 
less  chains  and  moving  belt  lines  between  work  stations,  each  worker  doing 
his  small  task  to  the  rhythm  of  the  moving  line. 

Machines  mean  more  output  and  more  motion.  Industrial  production  is 
dynamic  and  dramatic. 


Setting  printing  type  by  hand  was  mechanized  by  the  introduction  of  the 
Linotype  machine.  Operated  like  a  typewriter,  the  machine  sets  and  casts 
an  entire  line  of  type  at  one  time.  The  operator  still  must  possess  brains  and 
dexterity.  Mechanization  has  multiplied  speed. 
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Putting  insulating  coating  on  electrical  wire.  Bare 
wire  unreels  through  lower  chamber  where  it  is 
given  a  plastic  cover,  passing  to  upper  cylinder  to 
dry.  Operator  is  top-paid  production  worker.  He 
inspects  moving  wire  and  adjusts  machine  for 
coating  thickness,  concentricity,  and  surface  tex¬ 
ture. 


Sub-assembly  line  continuously  carry¬ 
ing  parts  to  the  final  assembly  of  an 
automobile  transmission. 


Control-room  operator  checking  oper¬ 
ation  of  the  motor  valves  at  the  pump¬ 
ing  station  of  a  long-distance  petrol¬ 
eum  pipe  line.  Petroleum  products 
flow  thousands  of  miles  through  under¬ 
ground  pipes  for  delivery  to  consumers. 
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A  1 3-inch-swing  lathe,  standard  machine  tool 
equipment,  operated  by  a  skilled  mechanic  who 
can  make  an  item  from  blueprint  instructions. 


MAKE  AND  ASSEMBLE 

Characteristically  individual  parts  are  made  repetitively  by  single  workers 
or  work  groups.  Making  each  part  and  performing  each  operation  are 
standardized  procedures,  so  that  high  proficiency  can  be  developed  through 
constant  repetition. 

The  dramatic  part  of  manufacturing  is  the  final  assembly  of  parts  into  a 
finished  product.  Sometimes  small  parts  are  put  into  intricate  equipment,  as 
in  electronics  products.  This  work  is  painstaking,  requiring  high  and  con¬ 
tinuous  attention.  Big  items  like  automobiles  build  rapidly  into  recognizable 
entities  on  the  final  assembly  line. 

Industrial  production  begins  with  small  units  of  manufacture,  and  then 
puts  them  all  together  in  the  assembled  finished  product. 
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Final  adjustment  and  stripping  wire  leads  in  making  Klystron 
electronic  tubes.  Some  hand  work  still  has  not  been  economically 
replaced  by  machines. 


Assembling  electronic  test  equipment 
— intricate  work  requiring  care  and 
patience. 


Automobile  final  assembly  line — clas¬ 
sic  example  of  line  production  meth¬ 
ods.  Requires  high  coordination  among 
teams  of  workers  to  add  more  to  the 
partially  assembled  cars  moving  past 
their  work  stations. 


IN  UNION  THERE  IS  STRENGTH 


The  individual  worker,  confronting  a  large  company  as  his  employer,  may 
feel  helpless  and  impotent  to  voice  his  grievances.  In  labor  unions  he  finds 
the  strength  of  mass  support. 

Unions  have  lost  much  of  the  drama  attendant  on  gaining  a  foothold  in 
industry.  Even  strikes  now  tend  to  be  drab  affairs,  with  desultory  picketing 
of  plant  gates.  Conferences,  meetings,  thinking,  scheming,  and  planning  are 
more  characteristic  daily  behaviors  in  labor  unions. 

Unions  exist  to  bargain  collectively  with  employers.  The  symbol  of  success 
is  a  union  contract,  preferably  a  "good"  one. 

The  relations  between  companies  and  unions  are  analyzed  in  a  com¬ 
panion  volume,  Robert  Dubin,  Working  Union-Management  Relations:  The 
Sociology  of  Industrial  Relations  (Englewood  Cliffs,  N.  J.:  Prentice-Hall,  Inc., 
1958). 


The  men  and  women  who  work  are  the  labor  force — 
statistics  in  a  mass,  until  they  organize  into  a  labor  union 
and  have  a  program  and  leadership. 


Strikes  may  be  pretty  bleak,  lacking  even  the  excitement  of  a  barrier  of  human 
pickets  barring  the  plant  gates  to  strikebreakers  and  "loyal"  workers. 
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A  recent  conference  of  the  United  Automobile  Workers,  representing  all  the 
local  unions  in  the  General  Motors  Corporation,  to  plan  collective  bargaining 
strategy. 


The  union  contract  is  the  goal.  An  employer  signing  a  contract  with  the  Amalga¬ 
mated  Clothing  Workers  Union,  flanked  by  the  top  union  officials,  with  union 
shop  committeemen  and  company  officials  standing  in  the  background. 
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A  stock  room  where  small  parts  are  kept  on  inventory,  released  by 
the  stock  clerk  as  required  in  production. 


INDIRECT  LABOR 

The  men  behind  production  lines  do  a  lot  of  work  that  may  not  "show" 
in  the  finished  products  of  industry.  Materials  and  parts  have  to  be  banked 
up  ahead  of  the  time  they  are  used  in  production.  New  equipment  has  to 
be  installed,  or  old  equipment  repaired  and  maintained.  At  almost  every 
step  in  any  precision  manufacturing  process,  controls  and  inspection  insure 
that  a  minimum  of  defects  will  move  to  the  next  stage  of  production.  Increas¬ 
ingly,  industry  is  doing  its  own  innovating  through  research  laboratories  and 
development  work. 

Many  people  working  behind  the  scenes  are  highly  essential  to  output. 


Installing  central  office  equipment  in 
the  telephone  company.  Highly  skilled 
men  make  thousands  of  connections 
to  make  the  equipment  operative. 
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A  single  operator  with  a  fork  lift  truck  can  handle  heavy  and 
bulky  materials  in  and  out  of  storage.  Moving  materials  and 
products  around  is  a  big  job  in  industry. 


Process  inspection  in  oil  refining.  These  men  are  doing  routine  in¬ 
spection  of  samples  taken  from  the  continuous  refining  process. 


An  industrial  research  chemist  whose 
discoveries  may  make  a  difference  in 
future  company  products.  Even  highly 
trained  experts  like  "pure"  scientists 
find  a  place  in  industry. 


A  department  composed  entirely  of  women  doing  Assembling  and  packing  paper  novelties  in  a 

light  assembly  work  on  electronic  devices.  small  industrial  plant. 


WOMEN  AT  WORK 

Women  in  large  numbers  have  left  dish  mop  and  dust  pan  to  work  in 
commerce  and  industry.  They  have  been  welcomed  to  factory  jobs  where 
their  hands  can  do  dexterous  work,  or  where  they  can  fill  jobs  of  minimum 
skill  at  minimum  wages.  Females  have  pushed  men  out  of  office  work  and 
dominate  sales  and  service  occupations. 

Women  prefer  office  work  where  they  give  up  least  of  the  feminine  touch 
in  surroundings,  dress,  and  discipline.  Besides,  eligible  bachelors  abound 
in  offices,  and  daily  contact  can  often  lead  to  permanent  alliances. 

The  big,  future  opportunity  for  working  women  is  mass  movement  into 
management  ranks.  This  is  almost  exclusively  for  the  future,  since  few 
women  have  been  able  to  become  managers — many  more  marry  them! 


Manual  switchboard  operators  in  a  central  telephone  exchange,  a  typical  service 
occupation. 


20 


Typical  office  work  with  its  char¬ 
acteristic  typewriter,  file  cabinets, 
and  telephones.  Self  pacing  rather 
than  machine  pacing,  or  quotas, 
guides  work  output. 


Office  work  can  be  interesting,  and 
so  can  the  people  who  work  there. 
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FAREWELL 


It  is  usually  a  ceremonial,  and  sometimes  a  solemn,  occasion  to  ieave 
work  for  newer  pastures.  Whether  the  occasion  be  marriage  or  retirement, 
informal  and  formal  recognition  comes  to  the  departing  colleague. 

Inevitably,  people  working  together  come  to  know  each  other  as  person¬ 
alities,  friends,  and  peers.  Turn  back  now  and  re-examine  the  pictures  in 
this  chapter.  The  normal  working  environment  contains  other  people  close  at 
hand.  The  human  relations  among  people  at  work  are  necessary  to  get  work 
done,  and  inevitable  because  human  beings  are  sociable. 

These  pictures  of  people  working  are  the  introduction  to  the  study  of 
work  in  our  industrial  society.  It  is  the  task  of  this  book  to  analyze  the 
major  features  of  the  world  of  work. 


The  wedding  bells  toll,  and  fellow  workers  speed  the  bride-to-be  on  her  happy 
way  with  an  informal  party  in  the  shop. 
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Retirement  brings  deserved  recognition  for  a  job  well  done,  and  good  wishes  for  the  years 
of  later  maturity.  Above,  the  company  honors  a  woman  for  her  long  and  faithful  service 
at  a  reception.  Not  to  be  outdone  by  management,  some  unions  (below)  salute  their 
members  whose  days  in  the  shop  are  over. 
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Part 


ORGANIZATION 
OF  WORK 


An  automobile  designer  giving  instructions  to  the  foreman  of  the  experimental 
shop  about  construction  of  a  hand-made  model  of  a  new  automobile.  Designer 
and  foreman  each  perform  distinctive  functions  separately  from  each  other,  but 
only  the  sum  of  their  separate  functions  make  the  final  product  possible;  this  is  a 
power  relationship  of  dependency.  The  designer  is  giving  instructions  or  orders  to 
the  foreman,  an  authority  relationship.  Can  you  tell  by  the  way  they  dress  what 
their  relative  status  is  in  the  organization? 


HUMAN  RELATIONS 


\Y/ 

VV  ork  is  typically  carried  out  in  organiza¬ 
tions.  The  purpose  of  this  chapter  is  to  ex¬ 
amine  the  basic  human  relations  of  work  or¬ 
ganizations. 

The  human  interactions  of  work  organiza¬ 
tions  will  be  examined  first  as  basic  types 
of  human  relations.  This  entire  chapter  is 
devoted  to  the  analysis  of  power  relations, 


authority  relations,  and  status  relations,  as 
the  three  basic  types  of  human  relations  of 
work. 

The  next  five  chapters  continue  the  analy¬ 
sis  of  the  general  characteristics  of  all  work 
organizations.  The  present  chapter,  and  the 
following  five,  contain  the  fundamentals  of  a 
theory  of  work  organizations. 


27 


28 


ORGANIZATION  OF  WORK 


BASIC  HUMAN  RELATIONS 


By  basic  human  relations  we  mean  the  es¬ 
tablished  types  of  human  interaction  that  are 
independent  of  the  personalities  of  the  people 
involved.  How  can  we  classify  human  inter¬ 
action  patterns  that  are  independent  of  per¬ 
sonality?  This  is  the  problem  to  which  we 
first  turn  our  attention. 

We  will  start  by  establishing  three  important 
limits  on  the  discussion.  In  the  first  place,  we 
will  limit  attention  to  the  basic  human  rela¬ 
tions  in  organizations.  There  is  no  difficulty 
in  recognizing  that  two  people  in  love  are  not 
interacting  in  an  organization  framework;  that 
parents  and  children  interact  in  a  very  special 
kind  of  organization  called  the  family;  and 
that  people  crushed  together  in  a  crowded  sub¬ 
way  car  are  interacting  in  still  another  type  of 
human  aggregation  called  a  crowd.  In  focusing 
attention  on  interaction  in  organizations  we 
want  to  discover  the  persistent  patterns  of 
human  relations  that  serve  to  relate  and  inte¬ 
grate  the  working  positions  of  the  organiza¬ 
tion  regardless  of  who  occupies  these  posi¬ 
tions. 

A  second  restriction  on  our  discussion  of 
basic  human  relations  is  that  they  must  have 
real  consequences  for  action.  These  human 
relationships  must  be  visible  in  the  actual 
action  of  people.  This  restriction  is  important 
because  it  eliminates  from  our  analysis  any 
concern  about  non-objective  modes  of  inter¬ 
action.  If  an  observer  cannot  see  actual  be¬ 
havior  that  constitutes  ongoing  interaction, 
or  see  the  positions  that  are  related  by  the 
interaction,  then  serious  question  can  be 
raised  whether  the  actors  themselves  are 
aware  that  a  human  relationship  exists.1 

The  third  and  obvious  restriction  is  that 
we  limit  attention  to  patterned  interaction 

POWER  R 

The  most  general  observation  about  any 
work  organization  is  that  everyone  in  it  has 
something  to  do.  Each  member  has  some 
activity  or  task  that  he  regularly  performs  in 
doing  the  work  of  the  organization.  We  say 
that  every  member  of  the  organization  has 
functions  to  perform. 


among  human  beings.  This  seems  like  a  self 
evident  requirement  in  viewing  human  rela¬ 
tions.  It  is  particularly  important,  since  we 
will  draw  a  distinction  between  human  rela¬ 
tions  and  human  behavior  systems.  Human 
relations  are  patterned  interactions  among 
human  beings  who  occupy  established  posi¬ 
tions  with  respect  to  one  another.  Behavior 
systems,  on  the  other  hand,  are  systems  of 
patterned  action  of  any  person  with  respect 
to  his  environment.  This  environment  will, 
of  course,  consist  largely  of  other  people,  but 
it  will  also  include  non-human  objects.  Thus, 
a  worker  interacts  with  his  machine  in  a 
highly  predictable  fashion;  that  is,  in  a  be¬ 
havior  system  that  we  will  call  the  technologi¬ 
cal  behavior  system. 

We  can  put  the  distinction  between  human 
relations  and  behavior  systems  in  another  way. 
From  the  standpoint  of  human  relations,  we 
see  the  total  organization  and  all  its  partici¬ 
pating  members  systematically  related — we  are 
looking  at  human  interaction  as  a  total  social 
system.  From  the  standpoint  of  behavior  sys¬ 
tems,  we  see  each  participating  person  inter¬ 
acting  with  his  total  organization  environment 
— we  are  looking  at  human  interaction  from 
the  position  of  the  person’s  own  behavior. 
The  human  relations  approach  gives  us  an 
understanding  of  the  total  social  system  called 
the  work  organization.  The  behavior  system 
approach  provides  the  basis  for  understand¬ 
ing  the  actions  of  any  given  member  of  the 
work  organization.  The  behavior  systems  of 
work  are  analyzed  in  Chapter  4. 

The  three  types  of  basic  human  relations  in 
organizations  are:  power  relations,  authority 
relations,  and  status  relations.  We  will  exam¬ 
ine  each  in  turn. 

L AT  I O  N  S 


POWER  RELATIONS  DEFINED 

Since  every  member  of  the  work  organiza¬ 
tion  has  at  least  one  function  in  it,  we  can 
ask  immediately,  How  are  these  functions 
interrelated?  How  do  various  single  functions 
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add  up  to  produce  the  organization’s  services 
or  products? 

Our  first  approximate  answer  is  to  suggest 
that  each  function  performed  is  dependent  on 
the  performance  of  other  functions,  if  the 
product  or  service  is  to  be  forthcoming.  We 
now  have  to  examine  further  what  we  mean 
by  dependent.  Some  functions  or  tasks  can¬ 
not  be  performed  until  others  are  carried  out 
ahead  of  them.  Some  functions  and  tasks  have 
to  be  carried  out  at  the  same  time.  It  seems 
clear  that  there  is  some  kind  of  network,  or¬ 
ganizing  and  interrelating  the  separate  func¬ 
tional  tasks  of  a  work  organization.  It  is  in 
this  network,  holding  and  binding  together 
the  separate  functions  of  a  work  organization, 
that  we  find  the  location  of  power  relations. 

Before  defining  power  it  is  necessary  to 
define  function. 

A  function  is  the  observable  consequence 
of  an  act  or  operation  in  its  environment. 

The  late  Professor  Louis  Wirth  of  the 
University  of  Chicago  was  fond  of  making  the 
following  observation  about  a  function:  “If 
there  is  a  difference,  it  makes  a  difference.” 
That  puts  very  succinctly  the  meaning  of  a 
function.  Where  there  are  observable  conse¬ 
quences  in  the  environment  of  an  act  or  oper¬ 
ation,  we  can  say  it  is  functional  in  that  en¬ 
vironment.  We  can  add,  further,  that  the 
particular  function  of  the  act  or  operation  is 
to  produce  the  environmental  consequence.2 

We  can  now  define  power.  Power  is  the 
necessity  that  a  given  function  has  in  a  work 
organization. 

This  definition  tells  us  that  all  functions  are 
not  of  equal  necessity  to  the  organization. 
Some  functions,  like  that  of  executive  deci¬ 
sion,  are  so  essential  to  the  organization  that 
it  would-shortly  cease  to  operate  if  executive 
decisions  were  not  forthcoming.  Other  func¬ 
tions,  like  that  of  personnel  counsellor,  may 
be  dispensed  with  for  long  periods  of  time 
without  affecting  the  continuity  of  the  organi¬ 
zation’s  operations. 

We  started  out  to  define  power  relations. 
We  can  now  do  this. 

Power  relations  are  the  relations  among 
organization  members  that  correlate  their  sep¬ 
arate  functions  according  to  the  necessity  these 
functions  have  for  the  organization. 

Power  relations  serve  to  tie  organization 


members  to  each  other  by  organizing  systems 
of  functional  interdependence.  In  these  terms 
it  now  makes  sense  to  talk  about  the  power  of 
the  staff  engineer,  of  the  janitor,  of  the  vice 
president  and  of  his  secretary.  Each  has  power 
but  in  different  amounts,  because  each  per¬ 
forms  functions  that  have  different  degrees  of 
necessity  for  the  organization.  The  staff  en¬ 
gineer  has  specialized  knowledge  and  training 
as  an  engineer.  The  engineer  cannot  give  a 
command  to  the  line  organization,  but  he  is 
often  able  to  have  the  last  word  in  engineer¬ 
ing  matters  because  of  the  high  value  placed 
on  engineering  knowledge  applied  to  produc¬ 
tion  problems.  The  janitor,  too,  has  power 
in  the  organization,  even  though  small  in 
amount.  In  emptying  waste  baskets  and  sweep¬ 
ing  floors,  the  janitor  is  performing  functions 
that  are  essential  to  the  esthetic  sensibilities, 
and  the  operating  efficiency,  of  others.  The 
vice  president  is  powerful  because  in  his 
hands  lies  responsibility  for  coordinating  many 
activities  of  divisions  and  departments.  His 
coordinating  function  is  highly  essential  in 
keeping  the  divisions  and  departments  working 
together.  Finally  his  secretary,  though  mod¬ 
erately  paid,  and  with  a  relatively  minor  title, 
may  wield  considerable  power  because  she 
controls  access  of  organization  members  to 
her  boss.  Her  power  rests  in  her  function  of 
screening  contacts  with  the  vice  president. 
Department  heads,  men  of  much  higher  pay 
and  title,  may  solicit  the  secretary’s  favorable 
attention  in  order  to  open  channels  more 
readily  to  their  mutual  boss. 

Power  relations  organize  human  interac¬ 
tion  in  terms  of  the  interrelated  functions  per¬ 
formed  by  members  of  the  organization.  In 
the  next  chapter  we  will  examine  the  power 
structures  that  result  from  power  relations.  For 
the  present  we  are  only  concerned  with  power 
relations  as  the  action  counterpart  of  func¬ 
tional  interdependence. 

It  should  be  noted  that  power  relations  do 
not  depend  on  happy  agreement  among  those 
interacting.  Every  individual  is  a  participant 
in  a  power  relationship  whether  he  likes  it 
or  not  so  long  as  he  is  performing  a  function 
that  brings  him  into  a  direct  relationship  with 
someone  else.  A  department  head  may  find 
“buttering  up”  the  v.p.’s  secretary  personally 
repugnant  but  nevertheless  does  it  in  order  to 
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have  ready  access  to  the  vice  president.  Men 
in  a  steel  storage  yard  may  have  an  active 
hatred  for  the  overhead  crane  operator  who 
moves  the  heavy  pieces  of  steel  around  the 
yard  with  the  crane,  but  can  and  must  interact 
with  him  in  keeping  the  storage  yard  in  order. 

The  human  relationships  that  we  call  power 
relations  are  an  orderly  and  organized  set  of 
integrated  functions.  Bases  for  establishing 
the  integrated  functions  may  vary  widely.  Most 
commonly,  functional  interdependence  and 
power  relations  are  the  result  of  a  technologi¬ 
cal  division  of  labor.  There  are  also  other 
divisions  of  labor  that  are  grounded  in  tradi¬ 
tion  (e.g.,  the  Congressional  sergeants-at- 
arms);  in  sex  differences  (the  female  secre¬ 
tary  but  the  male  company  secretary);  in 
age  differences  (the  office  boy);  in  prestige 
(the  personal  advisor  or  confidant  of  a  chief 
executive);  in  competence  (the  trouble  shoot¬ 
er);  in  education  (college  degrees  required 
for  accountancy,  engineering,  and  other  spe¬ 
cialized  business  jobs);  and  in  character  (the 
trusted  lieutenant). 

Power  relations  are  systematic  in  character, 
non-consensual  for  the  participant,  and  varied 
as  to  the  basis  for  the  underlying  division  of 
labor.  Power  itself  varies  in  amount  according 
to  the  necessity  of  a  given  function  in  a  work 
organization.  Power  relations  may  therefore 
involve  relations  among  people  having  un¬ 
equal  amounts  of  power.  Power  relations  may 
also  involve  contests  for  organizational  power 
in  the  struggle  between  two  people  or  two 
cliques  to  perform  a  given  set  of  functions. 
Power  relations  are  a  fundamental  process  in 
collective  bargaining  where  the  union  con¬ 
stantly  presses  management  to  share  decisions 
about  functions  affecting  employee  welfare. 

AMOUNT  OF  POWER:  ESSENTIALITY 

One  way  of  measuring  the  amount  of  power 
is  to  determine  the  essentiality  of  a  given  func¬ 
tion  or  set  of  functions  for  the  organization. 
Highly  essential  functions  have  relatively  high 
power.  Less  essential  functions  have  relatively 
low  power. 

The  essentiality  of  a  function  determines 
one  important  facet  of  the  power  of  a  person. 
This  essentially  in  turn  rests  on: 

A.  Whether  the  work  organization  can  con¬ 


tinue  operating  without  the  function  being  per¬ 
formed, 

B.  Whether  the  person  can  continue  to  be  a 
productive  member  of  the  work  organization 
without  carrying  out  his  assigned  functions. 

Both  of  these  criteria  of  essentiality  of  func¬ 
tions  require  empirical  verification  in  each 
instance  studied.  That  is,  we  cannot  state 
categorically  that  a  function  found  to  be 
highly  essential  in,  let  us  say,  The  General 
Motors  Corporation,  will  have  the  same 
measure  of  essentiality  in  the  Studebaker 
Corporation,  even  though  both  produce  auto¬ 
mobiles  as  their  major  product.  We  would 
have  to  study  the  functions  of  a  person  in  each 
organization  to  determine  their  respective 
essentiality.  We  may  find  they  rank  about  the 
same  in  each  company.  We  may,  however, 
find  that  they  have  different  rankings  in  the 
two  organizations.  Therefore,  the  power  re¬ 
lations  flowing  from  the  performance  of  what 
seem  to  be  identical  functions  may  be  different 
in  the  two  organizations. 

It  follows  that  the  amount  of  power  a  per¬ 
son  holds,  measured  in  terms  of  the  essentiality 
of  his  functions,  is  a  unique  product  of  the 
organization  in  which  he  operates.  This  is  an 
important  generalization,  particularly  when 
we  analyze  the  effects  of  a  person  transferring 
from  one  work  organization  to  another.  Sup¬ 
pose  he  takes  a  job  in  a  new  company,  bearing 
the  same  title  as  the  job  he  left.  In  his  power 
relations  in  the  new  work  organization,  he  will 
be  inclined  to  operate  in  the  patterns  learned 
at  his  previous  place  of  employment.  These 
patterns  of  power  relations  may  not  fit  the 
new  organization.  Trouble  can  result.  Either 
the  man  himself  will  have  to  develop  the 
power  relations  that  fit  the  new  organization, 
or  the  organization  will  accept  the  new  man’s 
redefinition  of  his  power  position  and  be  mod¬ 
ified  accordingly.  In  the  first  case,  the  new 
employee  is  re-educated.  In  the  second  case, 
his  new  employing  organization  has  its  power 
structure  modified.  In  either  instance,  a  sig¬ 
nificant  readjustment  by  the  new  employee 
takes  place  with  respect  to  the  power  rela¬ 
tions  of  the  new  organization. 

AMOUNT  OF  POWER:  EXCLUSIVENESS 

Another  facet  of  the  amount  of  power  in 
power  relations  is  exclusiveness  of  responsibil- 
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How  essential  a  function  is,  and  the  exclusiveness  with  which  it  is  performed, 
determine  the  power  of  each  working  person.  Here,  a  chief  inspector  checks  gages 
for  accuracy  before  turning  them  over  to  two  process  inspectors  for  their  use  in 
inspecting  materials.  The  chief  inspector  has  more  power  than  the  process  in¬ 
spectors.  The  accuracy  of  their  work  depends  on  his  skill  in  setting  gages,  a  task 
he  alone  performs. 


ity  for  performing  a  given  function.  Where  a 
function  is  performed  by  a  single  person,  the 
amount  of  power  attaching  to  the  perform¬ 
ance  of  the  function  will  tend  to  be  relatively 
high.  Where  several,  or  many,  people  perform 
the  same  function,  the  amount  of  power 
attaching  to  it  is  relatively  low. 

The  impact  of  numbers  upon  the  amount 
of  power  rests  upon  the  possibility  of  rapid 
substitution  of  a  replacement  for  a  missing,  or 


absent,  member  of  a  work  organization.  In 
general,  where  one  person  performs  a  func¬ 
tion,  substituting  for  him  may  be  more  diffi¬ 
cult  than  where  several  are  performing  the 
function.  The  “indispensable  man”  of  an  or¬ 
ganization  is  most  often  the  person  who  ex¬ 
clusively  performs  a  function  and  for  whom 
there  is  no  ready  replacement. 

Two  examples  will  make  clear  the  relation¬ 
ship  between  exclusiveness  in  performing  a 


32 


ORGANIZATION  OF  WORK 


function,  and  the  amount  of  power  attaching 
to  it.  It  is  not  uncommon  in  small  organiza¬ 
tions  for  a  single  girl  to  be  in  charge  of  the 
filing  system.  Her  particular  methods  of  filing 
may  be  individualistic  to  the  point  where  no 
other  person  can  find  anything  in  the  files. 
At  the  same  time,  she  can  put  her  finger  im¬ 
mediately  on  any  paper  needed.  This  file  clerk 
has  relatively  high  power,  and  typically  has 
an  amount  of  indispensability  to  the  organiza¬ 
tion  that  far  exceeds  the  technical  difficulties 
of  her  position.  She  may  be  kept  in  the  organi¬ 
zation  in  the  face  of  great  difficulties  in  getting 
along  with  her  on  a  personal  basis.  It  may 
even  be  that  her  personality  quirks  are  forti¬ 
fied  by  her  certain  knowledge  that  she  is  rel¬ 
atively  indispensable,  and  hence,  powerful! 

The  second  example  pictures  the  bank  wir¬ 
ing  room  of  the  Hawthorne  Works,  Western 
Electric  Company,  celebrated  in  the  studies 
of  Elton  Mayo  and  his  associates.3  In  the  unit 
studied,  there  were  nine  wiremen  wiring  a 
complicated  set  of  terminals  together,  and 
three  soldermen  who  soldered  the  connections 
after  the  wiremen  completed  the  wiring.  Each 
solderman  performed  the  same  functions  as 
all  others;  each  wireman  did  exactly  what 
every  other  one  did.  Within  each  group  there 
was  a  high  degree  of  interchangeability  and 
substitutability.  Furthermore,  there  was  even 
an  exchange  of  jobs  between  wiremen  and 
soldermen  although  the  company  did  not  offi¬ 
cially  approve  this  practice.  Any  one  man  of 
either  group  had  very  little  power  because  his 
functions  could  be  performed  at  a  moment’s 
notice  by  others  of  equal  competence.  This  is 
true,  in  general,  in  production  line  operations 
where  there  is  rapid  replacement  of  any  miss¬ 
ing  worker.  Some  continuous  line  operations 
are  even  organized  so  that  individual  workers 
can  be  relieved  temporarily  by  a  roving  relief 
man  who  can  substitute  on  all  the  tasks  in  the 

AUTHORITY 

Another  very  broad  observation  we  can 
make  about  work  organizations  is  that  they 
are  composed  of  people  who  give  orders,  and 
people  who  execute  orders.  Commands  and 
orders  are  the  most  frequent  subject  of  formal 
communication  in  getting  work  done.  Indeed, 


line.  Such  a  relief  system  is  only  possible 
where  the  power  attaching  to  the  tasks  is  rel¬ 
atively  low. 

The  exclusiveness  with  which  a  function  is 
performed  by  itself  seldom  fully  determines 
the  amount  of  power  held  by  a  person.  The 
essentiality  of  the  function  likewise  does  not 
fully  establish  the  amount  of  power.  When 
we  take  essentiality  and  exclusiveness  together 
we  have  the  two  major  facets  of  the  amount 
of  power  in  power  relations  found  in  work 
organizations. 

POWER  RELATIONS  SUMMARIZED 

The  importance  of  this  operational  defini¬ 
tion,  of  the  amount  of  power  as  measured  by 
essentiality  of  functions  and  the  exclusiveness 
of  their  performance,  is  great.  It  provides  the 
student  of  work  organizations  with  a  major 
tool  for  analyzing  organization  behavior.  In 
the  past,  the  concept  of  power  has  been  so 
abstract  as  to  be  difficult  to  use  for  analytical 
purposes.4  It  is  common  to  talk  glibly  about 
power,  but  the  analysis  quickly  founders  for 
lack  of  concrete  ways  of  measuring  it.5  We 
have  suggested  two  important  ways  of  meas¬ 
uring  power.  With  these  tools  we  can  now 
deal  with  power  relations  as  a  central  and 
objective  aspect  of  the  human  relations  of 
work  organizations.  We  will  show  in  the  next 
chapter  how  power  relations  are  structured. 
We  will  also  show  how  power  structures  re¬ 
late  to,  and  are  articulated  with,  authority  and 
status  structures. 

We  can  now  summarize  power  relations  in 
work  organizations  in  the  diagram,  Chart  2.1. 

This  diagram  contains  all  the  essential  fea¬ 
tures  of  the  elements  composing  power  rela¬ 
tions.  It  presents  the  visual  counterpart  of  the 
preceding  discussion. 

RELATIONS 

a  major  share  of  the  paper  work  of  every  work 
organization  consists  of  communications,  is¬ 
suing  orders,  and  responding  to  them.  Fur¬ 
thermore,  every  member  knows  who  his  boss 
is,  and  knows  who  looks  to  him  as  boss.  Au¬ 
thority  is  a  basic  feature  of  work  life. 
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CHART  2.1 

POWER  RELATIONS  ARE  A  CONSEQUENCE  OF  FUNCTIONAL  INTERDEPENDENCE 
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AUTHORITY  RELATIONS  DEFINED 

With  bosses  a  standard  part  of  the  work 
environment,  and  with  ordering  a  major  fea¬ 
ture  of  getting  work  done,  we  have  the  ques¬ 
tion  of  how  to  define  and  describe  this  per¬ 
vasive  characteristic  of  work  organizations. 
What  do  we  mean  by  a  boss?  What  do  we 
mean  by  giving  orders? 

These  two  questions  are  obviously  related. 
We  know  it  is  a  boss  who  gives  orders.  When 
a  man  is  acting  like  a  boss  he  is  usually  giving 
orders.  What  is  there  about  the  behavior  of 
a  boss,  and  our  response  to  him,  that  is  em¬ 
bodied  in  a  fundamental  type  of  human  rela¬ 
tion? 

We  are  here  concerned  with  authority  rela¬ 
tions.  The  boss  is  an  authority,  and  his  orders 
involve  others  in  an  authority  relationship 
with  him. 

An  authority  relation  is  one  person’s  mak¬ 
ing  decisions  that  guide  the  actions  of  another 
person.6 

An  authority  relationship  occurs  when  one 
person  makes  and  transmits  decisions,  expect¬ 
ing  that  they  will  be  accepted  by  another  per¬ 
son.  The  other  person,  in  turn,  expects  such 
decisions  and  determines  his  resulting  con¬ 


duct  according  to  the  decision  made  for  him. 

In  analytical  terms,  an  authority  relation 
exists  where  there  are  alternatives  for  action 
in  a  given  situation.  Faced  with  these  alterna¬ 
tives,  a  person  may  make  his  own  decision 
and  thus  act  without  reference  to  another  de¬ 
cision  maker.  But  if  the  other  decision  maker 
does  make  the  choice  for  him,  then  an  author¬ 
ity  relation  comes  into  existence. 

It  should  be  apparent,  then,  that  there  are 
many  situations  in  which  there  is  a  temporary 
authority  relation  that  terminates  with  the  de¬ 
cision  establishing  the  choice  for  action 
among  alternatives  presented.  Such  situations 
occur  frequently  in  work  organizations.  Tem¬ 
porary  authority  relations,  even  though  occur¬ 
ring  often  at  work,  are  not  the  primary  au¬ 
thority  relations  with  which  we  are  concerned. 

Permanent  authority  relations  involve  a 
continuing  double  expectation.  The  decision 
maker  expects  that,  in  all  the  defined  work 
situations  of  behavior  choice,  he  and  only  he 
will  designate  the  proper  choice,  and  that  it 
will  be  accepted  by  those  carrying  out  the 
action.  The  recipient  of  the  decision  expects 
to  have  the  choice  made  for  him  and  to  exe¬ 
cute  it  once  it  is  made.  In  Simon’s  words,  “he 
holds  in  abeyance  his  own  critical  faculties  for 


This  supervising  telephone  operator  exercises  authority  over  the  switchboard  oper¬ 
ators.  She  takes  over  and  makes  decisions  when  a  switchboard  operator  has  a 
difficult  situation  not  covered  by  standing  orders,  and  therefore  requires  an 
on-the-spot  decision.  It  is  also  characteristic  of  authority  holders  that  they  are 
physically  separated  from  subordinates,  often  do  not  work  like  them,  and  frequently 
can  exercise  visual  control  over  them. 


choosing  between  alternatives  and  uses  the 
formal  criterion  of  the  receipt  of  a  command 
or  signal  as  his  basis  for  choice.”7  The  deci¬ 
sion  maker  expects  to  make  the  decision  and 
the  recipient  of  the  decision  expects  to  carry 
it  out.  This  is  the  essence  of  a  permanent 
authority  relation. 

We  will  not  here  examine  the  structure  of 
authority  relations,  although  it  is  immediately 
apparent  that  it  involves,  in  most  instances,  a 
superior-subordinate  relationship.  The  discus¬ 
sion  of  this  will  be  taken  up  in  Chapter  3. 

LEGITIMACY  OF  AUTHORITY 

When  authority  is  a  permanent  relationship 
we  have  the  analytical  problems  of  determin¬ 
ing  why  it  becomes  established  and  how  it  is 
maintained. 

Why  is  authority  established?  The  answer 
lies  basically  in  the  continuing  need  of  work 
organizations  to  face  situations  in  which 
choices  are  possible.  When  choices  are  possi¬ 
ble  in  getting  work  done,  decisions  are  neces¬ 
sary  to  resolve  the  alternatives  in  favor  of  one. 


In  the  extreme  case,  failure  to  make  the  de¬ 
ciding  choice  may  halt  work  completely.  In 
less  extreme  situations,  a  random  basis  for 
choice,  or  conflicting  choices,  will  at  least 
impair  the  efficiency  with  which  work  is  ac¬ 
complished.  The  continuing  existence  of 
choices  for  action  and  the  need  for  deciding 
among  them  are  the  basic  reasons  for  special¬ 
izing  the  decision  making  operation  in  an 
authority  holder. 

How  is  authority  maintained?  The  first  im¬ 
pulse  is  to  suggest  that  some  sort  of  punish¬ 
ment  will  befall  anyone  who  disobeys  an 
order  or  command.  The  work  organization 
can  fire  the  disobedient  worker.  Or  he  may 
be  bawled  out,  suspended  temporarily  from 
work,  denied  promotion,  or  denied  some 
privilege.  These  are  some  of  the  methods  of 
force  used  to  maintain  authority. 

It  would  not  be  realistic,  however,  to  limit 
our  analysis  to  force  as  the  buttress  of  author¬ 
ity.  There  are  other  influences  operating  in  the 
work  organization  that  help  to  maintain  au¬ 
thority  relations.8 

Pressure  to  conform  in  authority  relations 
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can  be  a  product  of  the  disapproval  of  fellow 
workers.  Insubordination  can  be  embarrass¬ 
ing  because  fellow  workers  may  not  approve 
of  “kicking  the  boss  in  the  teeth.”  People  im¬ 
mersed  in  an  organization  have  a  sense  of 
propriety  about  the  exercise  of  authority  and 
response  to  it.  This  sense  of  propriety  can  be 
described  as  a  “zone  of  acceptance”  of  au¬ 
thority,  to  use  Simon’s  phrase.  When  a  person 
rejects  his  place  in  an  authority  relation  his 
behavior  may  fall  outside  this  zone  of  accept¬ 
ance  and  he  will  lose  the  sympathy  of  his 
fellow  workers  because  of  it. 

At  a  more  abstract  level,  the  authority  re¬ 
lations  of  a  work  organization  are  grounded 
in  some  going  view  of  their  legitimacy.  This 
sense  of  legitimacy  may  rest  on  a  belief  in  the 
need  for  order  that  results  from  the  exercise 
of  authority.  It  may  also  rest  on  a  belief  that 
the  exercise  of  authority  has  some  legal  justi¬ 
fication — that  the  decision  maker  is  simply 
fulfilling  his  legal  right  in  issuing  orders. 
Finally,  this  sense  of  legitimacy  may  be 
grounded  in  a  moral  belief.  For  example,  the 
decision  maker  may  be  viewed  as  having  a 
moral  obligation  to  his  employer,  or  to  the 
company  stockholders,  to  exercise  authority 
in  keeping  the  work  organization  going.  What¬ 
ever  the  ascribed  basis  for  their  legitimacy, 
permanent  authority  relations  are  always 
viewed  by  those  involved  as  being  legitimate 
for  the  work  situation.  This  sense  of  legiti¬ 
macy  is  important  in  maintaining  authority 
relations.9 

Authority  relations  may  also  be  maintained 
through  shared  belief  in  the  purposes  of  the 
work  organization.  Where  purposes  are 
viewed  as  important,  the  member  of  the  work 
organization  is  willing  to  obey  commands  be¬ 
cause  he  realizes  that  the  resulting  coordina¬ 
tion  contributes  to  the  realization  of  the  or¬ 
ganization  purposes.  This  may  not  be  nearly 
as  important  in  maintaining  authority  rela¬ 
tions  in  large  scale  organizations  as  in  smaller 
ones.  In  the  large  organizations  the  purposes 
often  seem  remote  to  the  vast  majority  of 
members.  In  smaller  organizations  there  may 
be  a  much  broader  sharing  of  a  sense  of  pur¬ 
pose  between  the  decision  makers  and  their 
associates.  This  same  sharing  of  purpose  may 
also  be  achieved  in  large  scale  organizations 
at  the  department  or  production  unit  level. 

Finally,  there  may  be  simple  unwillingness 


to  incur  responsibility  for  decision,  leading  to 
accepting  decisions  made  by  others.  This  is  a 
common  circumstance  that  lends  support  to 
authority  relations.  Indeed,  we  will  show  that 
there  is  a  substantial  body  of  workers  in 
American  industry  today  who  have  very  little 
interest  in  their  work  organizations.  For  this 
group,  refusal  of  responsibility  for  decisions  is 
the  simplest  response  to  authority  relations, 
thereby  tending  to  support  and  maintain 
these  relations. 

AUTHORITY  RELATIONS  SUMMARIZED 

Authority  relations  occur  when  alternatives 
for  action  in  work  organizations  require  de¬ 
cision  to  select  an  appropriate  course  of  ac¬ 
tion.  When  this  decision  making  is  vested 
permanently  in  a  person  or  position,  respon¬ 
sibility  for  decision  is  authority.  When  author¬ 
ity  positions  are  established,  others  must  fore¬ 
go  decision  making  responsibility.  When  we 
find  a  decision  maker  and  those  who  execute 
decisions,  we  have  an  authority  relation. 

Authority  relations  are  maintained  over  a 
period  of  time  by  punishing  insubordination,  by 
the  pressure  of  fellow  workers  to  conform  to 
authoritative  decisions,  by  a  belief  in  the 
legitimacy  of  the  exercise  of  authority,  by  a 
shared  belief  in  the  purposes  of  the  work 
organization,  and  by  simple  unwillingness  to 
accept  responsibility  for  making  decisions. 

The  accompanying  diagram  presents  the 
main  features  of  authority  relations. 


CHART  2.2 

AUTHORITY  RELATIONS  INVOLVE 
DECISION  MAKING  FOR  OTHERS 
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The  third  major  way  of  looking  at  organi¬ 
zation  behavior  is  in  terms  of  the  universal 
phenomenon  of  ranking  people  from  high  to 
low  on  some  common  basis.  Some  workers 
are  respected  as  high  class  craftsmen,  while 
others  are  ordinary  in  their  skill  and  ability. 
Executives  appear  to  rank  higher  than 
workers.  Union  officers  are  likely  to  rank 
higher  than  union  members.  Engineers  have  a 
higher  standing  than  office  boys.  Secretaries 
have  a  higher  standing  than  stenographers, 
and  both  stand  at  a  higher  level  than  file 
clerks. 

This  characteristic  ranking  of  people  is  a 
pervasive  feature  of  all  work  organizations. 
It  also  gives  rise  to  one  of  the  basic  types  of 
human  relations  in  organizations,  since  the 
rankings  have  consequences  for  the  kinds  of 
interactions  that  take  place  among  people. 

STATUS  RELATIONS  DEFINED 

Each  member  of  a  work  organization  has 
one  or  more  positions,  or  ranks,  that  place 
him  with  respect  to  all  other  people  in  the 
organization.  As  a  consequence  of  everyone’.s 
having  a  rank,  the  ways  they  act  toward  each 
other  are  determined  in  some  measure  by 
their  respective  ranks. 

Work  status  can  be  defined  as  the  rank  oc¬ 
cupied  by  a  work  organization  member  on 
some  scale  of  value. 

This  scale  may  have  a  variety  of  bases.  It 
may  be  grounded  in  competence,  education, 
importance,  appearance,  manners,  racial  or 
ethnic  background,  religion,  skill,  devotion  to 
duty,  and,  indeed,  in  any  single  criterion  that 
can  serve  to  differentiate  between  two  or  more 
people.  For  our  immediate  purposes,  in  ex¬ 
amining  status  relations,  it  is  not  necessary  to 
consider  the  particular  basis  upon  which 
status  is  measured. 

Status  relations  in  a  work  organization  are 
interactions  between  two  or  more  members 
determined  by  their  respective  ranking  on  a 
value  scale.10 

For  status  relations  to  take  place  it  is  nec¬ 
essary,  first,  that  the  people  interacting  must 
know  each  other’s  respective  status;  and 


second,  that  this  knowledge  of  the  statuses  of 
the  interacting  persons  actually  affects  their 
behavior  toward  each  other. 

The  interacting  persons  must  have  some 
cues  for  recognizing  each  other’s  status.  These 
cues  are  typically  highly  visible  aspects  of  a 
person’s  behavior,  appearance,  or  place  in  the 
work  organization.  Every  person  in  the  work 
organization  has  indelibly  imprinted  upon 
him,  or  his  work  place,  the  marks  of  his  par¬ 
ticular  status.  These  marks  are  the  recognition 
signals  by  which  others  react  to  him  in  status 
relations. 

The  interactions  that  take  place  once  status 
positions  are  recognized  are  of  a  particular 
sort.  These  interactions  consist  of  reacting 
toward  the  other  person  as  a  superior,  an 
equal,  or  an  inferior.  From  these  reaction  pat¬ 
terns,  two  basic  types  of  status  relations  are 
derived. 

Status  relations  are  identical  for  each  per¬ 
son  in  the  interaction  only  when  they  see  each- 
other  as  equals.  When  people  see  each  other 
as  equals  their  behavior  has  special  charac¬ 
teristics.  They  have  a  feeling  of  ease  in  each 
other’s  company.  The  subjects  they  talk  about 
represent  common  experiences,  and  shared 
judgments  and  evaluations.  They  can  become 
argumentative  and  disagree  with  each  other, 
believing  each  has  an  equal  right  to  his  own 
opinions.  They  can  give  and  take  advice  and 
criticism  without  feeling  imposed  upon,  or 
coerced.  In  short,  they  interact  with  each 
other  as  colleagues  or  peers. 

The  second  general  type  of  status  relation 
is  that  of  superior  with  inferior.  This  kind  of 
relationship  is  markedly  different  from  status 
relations  between  equals.  There  is  likely  to 
be  considerable  restraint  in  the  emotional 
quality  of  the  interaction.  The  superior  mem¬ 
ber  has  the  initiative  throughout  the  inter¬ 
action.  The  inferior  member  ordinarily  has 
to  play  a  subservient  role.  The  superior  mem¬ 
ber  typically  has  the  initiative  with  regard  to 
the  subject  matter  of  the  interaction.  He  can 
define  what  they  will  talk  about  and  largely 
how  they  will  talk  about  it.  The  superior 
member  will  tend  to  guard  himself  against  any 
expressions,  or  behaviors,  that  are  likely  to 
reduce  the  distance  between  himself  and  the 
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inferior  member.  The  inferior  member,  on  his 
part,  is  equally  constrained  not  to  behave  in 
ways  that  will  move  him  up  too  close  to  the 
superior  member.  The  superior  attempts  to 
maintain  his  position  by  employing  all  the 
human  devices  to  keep  the  inferior  in  his 
place. 

These  two  basic  patterns  of  interaction  in 
status  relations  produce  two  very  distinctive 
types  of  human  relations.  When  equals  inter¬ 
act  they  tend  to  forge  bonds  that  further  unite 
them.  When  unequals  interact  they  tend  to 
create,  and  maintain,  barriers  that  keep  them 
distinctly  apart. 


MARKS  OF  STATUS 

In  work  organizations  the  most  obvious 
marks  of  status  are  titles  attached  to  occupa¬ 
tions.  These  titles  are  partly  descriptive  of  the 
work  done.  They  are  equally  descriptive  of 
the  implicit  or  explicit  status  attaching  to  the 
occupations.  A  machinist  II  and  a  machinist  I 
do  slightly  different  things.  They  also  have 
distinctly  different  status  with  respect  to  each 
other.  The  typist,  stenographer,  and  secretary 
share  many  job  tasks.  Their  differential  titles 
represent  minor  job  differences,  but  major 
status  differences.  The  secretary  of  a  depart¬ 
ment  head,  and  the  secretary  to  the  president, 


Two  clerks  working  in  widely  different  settings.  The  girl  at  the  left  is  an  office 
clerk.  The  girl  at  the  right  is  working  right  on  the  factory  floor  as  a  shop  clerk. 
Does  the  contrast  in  setting  in  which  almost  identical  kinds  of  work  is  done  make 
a  difference  in  status  between  the  office  and  shop  clerk? 


Both  kinds  of  status  relations  have  their 
group  counterparts  in  work  organizations. 
The  superior-subordinate  type  of  relationship 
is  built  into  the  formal  organization.  The  peer 
or  colleague  type  of  relationship  is  built  into 
informal  groups.  These  two  basically  different 
modes  of  grouping  people  are  universal  in 
work  organizations.  In  our  further  analysis  we 
will  see  how  important  these  two  kinds  of 
status  relations  are  in  understanding  working 
behavior. 


may  have  the  same  title,  but  differ  vastly  in 
status. 

Another  mark  of  status  typically  found  in 
work  organizations  is  the  rate  of  pay.  Pay  is 
usually  calculated  to  represent  task  differences 
among  jobs.  It  is  also  calculated  to  represent 
differences  in  quality  of  job  performance. 
Having  taken  these  aspects  of  the  job  into 
account,  the  amount  of  pay  has  a  residual 
status  value  that  can  distinguish  among  peo¬ 
ple’s  status  in  terms  of  dollars  and  cents. 
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Seniority  may  be  an  important  status-con¬ 
ferring  aspect  of  work  organizations.  The 
person  of  long  seniority  may  rank  materially 
above  an  equally  competent  but  recent  com¬ 
pany  employee.  This  senior  member  may 
enjoy  special  privileges  that  result  from  his 
higher  status. 

Rights  and  privileges  are  important  marks 
of  status  at  work.  The  right  to  go  to  work  and 
leave  without  ringing  a  time  clock  is  a  mark 
of  high  status.  The  right  to  determine  hours 
of  work,  and  even  the  days  on  which  work 
will  be  performed,  is  a  mark  of  even  higher 
status.  The  right  to  take  a  coffee  break  at  your 
own  convenience  is  a  mark  of  higher  status 
than  the  requirement  to  take  coffee  at  a  par¬ 
ticular  time.  There  is  almost  an  inexhaustible 
range  of  rights  and  privileges  that  define  rel¬ 
ative  status  in  work  organizations. 

Clothing  and  insignia  are  other  marks  of 
status.  The  white  collar  worker  is  marked  by 
his  dress,  and  is  readily  distinguished  from  the 
plant  worker  in  his  overalls  or  coveralls.  The 
Brooks  Brothers  suit  may  mark  the  executive 
off  from  the  male  clerical  staff.  The  uniform 
of  the  plant  guard  distinguishes  him  from  all 
other  members  of  the  organization.  It  requires 
no  further  elaboration  to  indicate  that  dress 
is  an  important  mark  of  working  status. 

Work  place  location  may  be  another  mark 
of  working  status.  Locations  close  to  the  boss 
may  have  higher  status  than  those  more  re¬ 
moved.  Locations  on  upper  floors  are  a  literal 
translation  of  superior  status.  Working  beside 
an  outside  window  may  rank  above  locations 
along  an  inside  wall.  A  private  secretary  may 
enjoy  an  office  of  her  own,  but  typists  may 
work  in  a  shared  room.  The  boss  will  typically 
have  a  less  accessible  location  than  the  re¬ 
ceptionist. 

Still  another  mark  of  status  is  the  degree  of 
privacy  in  a  work  location.  Generally,  the 
more  private  the  work  space,  the  higher  the 
status  of  its  occupant. 

The  quality  and  quantity  of  furnishings  in 
a  work  space  may  constitute  still  another 
mark  of  status.  Degree  of  cleanliness,  ade¬ 
quacy  of  ventilation,  level  of  illumination, 
amount  of  noise,  and  countless  other  features 
of  the  individual  location  constitute  an  almost 
inexhaustible  list  of  ways  for  marking  differ¬ 
ential  status. 


There  is  no  wonder  that  immediately  upon 
entering  a  work  organization  a  stranger  can 
readily  place  most  of  its  members  in  their 
status  positions.  He  has  countless  cues  by 
which  he  can  judge  their  status.  For  every 
member  of  the  organization,  cues  are  even 
greater  in  number  by  which  he  is  able  to  ob¬ 
serve  and  know  the  finer  status  distinctions 
that  place  everyone  in  relation  to  everyone 
else.  The  status  symbols  surrounding  work 
are  the  badges  for  labeling  workers.  It  takes 
only  common  observation  to  note  these 
badges,  and  to  understand  the  statuses  they 
symbolize. 

STATUS  RELATIONS  SUMMARIZED 

We  can  summarize  status  relations  as  de¬ 
fining  two  fundamental  types  of  human  inter¬ 
action.  The  first  is  the  interaction  among 
equals.  The  second  is  the  interaction  among 
persons  of  unequal  status.  These  two  types  of 
human  relations  are  quite  different  from  each' 
other.  Both  are  to  be  found  in  work  organiza¬ 
tions. 

We  can  now  summarize  status  relations  in 
work  organizations  in  the  following  diagrams. 


CHART  2.3 

PERCEIVING  MARKS  OF  STATUS 
IS  FOLLOWED  BY  STATUS  RELATIONS 


PEERS  SUPERIOR- SUBORDINATE 
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POWER,  AUTHORITY,  STATUS 


Power,  authority,  and  status  relations  are 
the  three  fundamental  ways  by  which  people 
are  oriented  to  each  other  at  work.  These  are 
the  processes  of  human  interaction  while 
working. 

Interactions  among  people  working  can  be 
analyzed  through  the  power,  authority,  and 
status  relations  that  govern  their  modes  of 
behavior  towards  each  other.  Most  of  the  time 
all  three  types  of  human  relationships  operate 
simultaneously  when  people  interact  at  work. 
For  analytical  purposes  we  have  treated  sep- 

NOTES  FOR 

1  It  is  not  the  intention  to  question  here  the  fact 
that  the  psychic  life  of  a  person  may  be  filled  with 
thought,  fantasy,  and  imaginary  objects.  We  are 
not  concerned  with  personality  or  its  components. 
We  are  not  focusing  on  the  vast  and  complicated 
inner  processes  of  mental  activity.  Our  problem  is 
to  discover  the  processes  of  interaction  and  their 
structuring  at  work. 

2  Functionalism  in  behavioral  science  has  a  long 
intellectual  history.  Robert  K.  Merton  presents  an 
excellent  summary  of  its  history  and  makes  brilliant 
contributions  to  its  analysis  in  “Manifest  and  Latent 
Functions,”  Chapter  1  in  his  Social  Theory  and 
Social  Structure  (Glencoe:  The  Free  Press,  1949), 
pp.  21-81.  Radcliffe-Brown  has  written,  for  example, 
“The  function  of  any  recurrent  activity  such  as  the 
punishment  of  a  crime,  or  a  funeral  ceremony,  is 
the  part  it  plays  in  the  social  life  as  a  whole  and 
therefore  the  contribution  it  makes  to  the  mainte¬ 
nance  of  the  structural  continuity.”  A.  R.  Radcliffe- 
Brown,  “On  the  Concept  of  Function  in  Social 
Science,”  American  Anthropologist,  37:395-96 
(1935). 

Malinowski  suggests  a  similar  formulation  of 
functional  theory  when  he  states  that  the  theory 
“aims  at  the  explanation  of  anthropological  facts  at 
all  levels  of  development  by  their  function,  by  the 
part  which  they  play  within  the  integral  system  of 
culture,  by  the  manner  in  which  they  are  related  to 
each  other  within  the  system. .  . .”  B.  Malinowski, 
“Anthropology,”  Encyclopaedia  Britannica,  First 
Supplementary  Volume  (London  and  New  York: 
The  Encyclopaedia  Britannica  Co.,  1926),  pp. 
132-33. 

3  F.  J.  Roethlisberger  and  W.  J.  Dickson.  Man¬ 
agement  and  the  Worker  (Cambridge:  Harvard 
University  Press,  1939).  The  bank  wiring  room  is 
described  on  pages  392-395. 

4  The  specific  application  of  the  concept  of  power 
to  the  kinds  of  problems  here  dealt  with  was  made 


arately  each  basic  type  of  human  relationship 
of  work.  Obviously,  in  any  real  situation,  we 
would  have  to  discover  the  particular  ways  in 
which  all  the  basic  human  relations  are 
exhibited. 

In  Chapter  3  we  will  proceed  immediately 
to  show  how  the  three  fundamental  human 
relationships  are  organized  into  permanent 
systems  of  interaction.  We  are  now  prepared 
to  understand  the  structures  of  human  rela¬ 
tions,  knowing  the  processes  involved,  and 
the  range  of  possible  types. 

CHAPTER  2 

in  its  most  enduring  form  by  Max  Weber,  Theory 
of  Social  and  Economic  Organization  (New  York: 
Oxford  University  Press,  1947).  H.  Goldhammer 
and  E.  Shils,  “Types  of  Power  and  Status,”  Ameri¬ 
can  Journal  of  Sociology,  45:171-178  (September, 
1939),  following  Weber’s  analysis,  see  power  as 
“the  extent  to  which  [the  power  holder]  influences 
the  behavior  of  others  in  accordance  with  his  own 
intentions.”  It  becomes  impossible  to  differentiate  this 
view  of  power  from  the  concept  of  authority,  except 
to  say  that  authority  is  legitimate  power.  Further¬ 
more,  there  is  no  objective  way  of  determining  a 
person’s  intentions— we  have  to  take  his  word  as  to 
what  they  “actually”  were  in  a  given  case.  Inasmuch 
as  social  interaction  involves  adjustments  in  one’s 
own  intentions  as  well  as  others’  behavior,  even  a 
thoroughly  sincere  person  would  have  difficulty  in 
distinguishing  initial  and  modified  intentions,  and 
initial  and  modified  behavior.  Finally,  the  mature 
personality  rarely  permits  himself  serious  intentions 
as  to  the  behavior  of  others  unless  he  is  fairly  con¬ 
fident  of  being  able  to  carry  them  out  through  his 
influence;  by  Goldhammer’s  and  Shils’  definition, 
then,  any  well-adjusted  person  possesses  unlimited 
power. 

5  Robert  Bierstedt,  “An  Analysis  of  Social 
Power,”  American  Sociological  Review,  15:730-736 
(December,  1950),  treats  power  as  “latent  force” 
and,  therefore,  something  that  is  beyond  measure¬ 
ment.  He  considers  authority  as  institutionalized 
power,  a  formulation  not  unlike  that  of  Goldham¬ 
mer  and  Shils,  op.  cit. 

6  This  follows  Herbert  Simon,  Administrative 
Behavior  (New  York:  Macmillan  Co.,  1947).  p.  125. 
See  also  a  more  recent  restatement  by  Simon  in 
“Authority,”  Chapter  7  in  C.  M.  Arensberg,  et  al. 
(eds.),  Research  in  Industrial  Human  Relations 
(New  York:  Harper  &  Bros.,  1957,  Publication  No. 
17,  Industrial  Relations  Research  Association,  pp. 
103-115. 
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NOTES  FOR  CHAPTER  2  (CONT.) 


7  Simon,  Administrative  Behavior,  p.  125. 

8  The  following  discussion  of  the  factors  sustain¬ 
ing  authority  in  the  organization  is  similar  to  Si¬ 
mon’s  treatment,  in  Administrative  Behavior. 

9  Note  that  legitimacy  of  the  exercise  of  author¬ 
ity  is  only  one  basis  on  which  authority  relations  are 
sustained.  This  differs  sharply  from  the  idea  that 
authority  is  legitimate  power,  or  even  the  idea  that 
authority  is  institutionalized  power. 

10  The  classic  treatment  of  status  in  work  organi¬ 
zations  is  by  C.  I.  Barnard,  “Functions  and  Patholo¬ 


gies  of  Status  Systems  in  Formal  Organizations,” 
in  W.  F.  Whyte  (ed.),  Industry  and  Society  (New 
York:  McGraw-Hill,  1946).  See  also,  E.  C.  Hughes, 
“Dilemmas  and  Contradictions  of  Status,”  American 
Journal  of  Sociology,  50:353-359  (March,  1945); 
Kingsley  Davis,  “A  Conceptual  Analysis  of  Strati¬ 
fication,”  American  Sociological  Review,  7:309-321 
(June,  1942);  and  also  Davis’  Human  Society 
(New  York:  Macmillan,  1949),  Chapter  4,  “The 
Organization  of  Statuses.” 


The  structures  of  work  organizations  are  planned.  The  engineers  are  designing  a  production 
layout  showing  location  of  operations,  and  work  flow.  Theoretically  speaking,  they  are 
concerned  with  integrating  the  separate  parts  of  the  power  structure,  patting  together  the 
elements  of  the  division  of  labor. 


STRUCTURES  OF  ORGANIZATION 


t  is  necessary  to  know  the  structures  of  work 
organizations  to  understand  the  human  be¬ 
haviors  that  occur  in  them.  In  this  chapter 
we  will  be  examining  some  of  the  more  im¬ 
portant  structural  features  of  work  organiza¬ 
tions.  Special  emphasis  will  be  placed  on  au¬ 


thority  structures,  power  structures,  and  status 
structures. 

You  will  remember  that  the  basic  human 
relations  as  set  forth  in  the  previous  chapter 
are  authority  relations,  power  relations,  and 
status  relations.  In  this  chapter,  we  are  con- 
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cerned  with  discovering  how  these  basic  types 
of  human  relations  in  work  organizations 
come  to  be  organized  and  structured. 

We  are  using  here  a  simple  view  of  struc¬ 
ture.  The  dictionary  defines  a  structure  as  a 
combination  of  related  parts;  as  the  arrange¬ 
ment  and  organic  union  of  parts  in  a  body  or 
object;  as  the  formation  or  organization  of 
anything;  or  as  the  specific  mode  or  way  in 


AUTHORITY 

The  authority  structure  of  an  organization 
is  a  product  of  the  distribution  of  decision 
making  opportunities  or  rights  affecting  the 
behavior  of  other  members.  Some  members  of 
the  organization  make  decisions  frequently, 
while  others  have  only  infrequent  decisions  to 
make,  or  none  at  all.  There  are  a  few  mem¬ 
bers  of  the  organization  who  make  its  critical 
and  important  decisions.  Other  people  in 
the  organization  may  make  routine  decisions 
either  frequently  or  infrequently.  There  are 
differences  among  individuals  in  the  frequency 
with  which  they  make  decisions  affecting  the 
organization,  ancl  in  the  importance  of  such 
decisions. 


AUTHORITY  AND  CRITICAL  DECISIONS 

Work  organizations  typically  have  a  con¬ 
centration  of  authority  at  the  top.  Authority 
tends  to  be  centered  in  the  hands  of  the  chief 
operating  executives  of  the  business  firm. 
These  executives  make  the  most  important 
decisions.  In  descending  order  from  the  prin¬ 
cipal  executives  are  successively  less  authori¬ 
tative  officials  in  whose  hands  lie  decisions  of 
decreasing  importance. 

Within  the  firm  there  is  a  clear-cut  struc¬ 
ture  with  respect  to  the  ways  in  which  deci¬ 
sions  will  affect  its  operations.  At  the  top,  the 
most  difficult  decisions  are  made,  and,  as  one 
moves  downward  in  the  organization,  deci¬ 
sions  become  less  critical.  The  foreman  of  a 
group  of  workers  makes  much  less  critical 
decisions  than  does  the  shop  superintendent, 
who  in  turn  is  less  likely  to  be  involved  in 
critical  decisions  than  the  superintendent  in 


which  anything  is  put  together. 

We  are  concerned  with  the  way  in  which 
the  basic  human  relations  of  work  organiza¬ 
tions  are  put  together  as  a  combination  of 
related  parts.  We  are  concerned  with  the  per¬ 
sistence  of  these  human  relationships  in  en¬ 
during  patterns  of  interaction.  In  short,  we 
are  concerned  with  the  structure  of  basic 
human  relations  of  work  organizations.1 


STRUCTURES 

charge  of  manufacturing.  The  vice  president 
in  charge  of  operations  may  have  far  greater 
responsibility  for  decision  making,  and  ulti¬ 
mately  the  president  or  the  board  of  directors 
may  possess  the  last  word  on  organization 
decisions.2 


AUTHORITY  AND  FREQUENT  DECISIONS 

Measured  by  the  frequency  of  decision,  the 
structure  of  authority  is  not  always  precise. 
There  may  be  many  routine  decisions  con¬ 
stantly  being  made  by  individuals  at  all  levels 
of  organization.  Conversely,  the  number  of 
critical  decisions  may  be  relatively  few.  Top 
operating  officials  of  the  organization  may 
not  make  as  many  decisions  as  individuals 
routinely  deciding  issues  on  a  day-in  day-out 
basis.  A  foreman  may  be  expected  to  examine 
constantly  the  rate  of  output  of  his  depart¬ 
ment,  deciding  when  workers  need  to  be  urged 
to  greater  effort.  The  foreman’s  decisions  may 
occur  every  hour,  or  even  more  frequently. 
Over  the  period  of  a  day,  he  may  make  a 
number  of  decisions  affecting  his  department’s 
output  and  the  quality  of  the  product.  At  the 
same  time,  the  president  of  the  company  may 
not  make  a  significant  decision  for  a  number 
of  days.  Therefore,  measured  by  frequency  of 
decisions  alone,  there  is  no  direct  clue  as  to 
the  nature  of  the  authority  structure  of  the 
organization. 

Frequent  working  decisions  are  often  based 
on  standardization  of  choices  among  which 
decisions  are  made.  For  a  foreman  who  is 
concerned  with  directing  his  workers  in  setting 
speeds  and  feeds  of  machine  tools,  it  is  per- 
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fectly  possible  to  establish  fixed  standards  by 
which  he  can  arrive  at  this  judgment.  There 
is  really  nothing  problematic  about  the  way  in 
which  he  makes  the  decision,  or  the  point  at 
which  he  decides  speeds  and  feeds  need  chang¬ 
ing.  He  can  be  given  a  set  of  instructions  lay¬ 
ing  down  specifically  the  conditions  under 
which  he  decides  one  way  or  the  other. 
Standardizing  choices  is  what  makes  decisions 
routine.  It  is  a  characteristic  of  modem,  ra¬ 
tional  work  organizations  to  incorporate  as 
much  as  possible  of  decision  making  into 
fixed  routines. 

The  more  routine  a  decision,  the  greater 
is  the  possibility  of  having  it  done  frequently, 
and  having  it  performed  by  a  relatively  un¬ 
skilled  member  of  the  organization.  In  large 
scale  organizations,  making  routines  out  of 
decisions  has  been  central  in  delegating  fixed 
and  known  responsibilities.  The  foreman  can, 
in  fact,  be  made  responsible  for  the  speeds 
at  which  machines  operate  in  his  department. 
The  limits  of  this  responsibility  are  readily 
fixed  if  the  decisions  are  routine  enough  that 
he  can  both  comprehend  and  apply  them. 

Whole  departments  of  large  corporations 
are  devoted  entirely  to  the  development  of 
standard  methods  by  which  routine  decisions 
can  be  made.  These  are  often  called  standards 
or  methods  departments.  The  products  of  such 
departments  are  standard  (or  standing)  oper¬ 
ating  procedures  for  carrying  out  specific 
tasks  and  jobs.  Responsibility  is  established 
clearly  in  the  standards  for  job  operations, 
and  is  placed  squarely  upon  the  shoulders  of 
the  job  holders. 

Although  routine  decisions  are  likely  to 
be  made  with  greater  frequency  than  critical 
and  important  decisions,  it  does  not  follow 
that  important  decisions  are  always  relatively 
rare.  There  may  be  periods  in  the  history  of 
an  organization  when  it  is  undergoing  rapid 
change,  and  when  important  decisions  may  be 
made  daily  and  hourly.  At  other  times  and 
under  other  circumstances,  the  organization 
may  make  relatively  few  changes  or  adjust¬ 
ments  to  its  operating  environment,  and  criti¬ 
cal  decisions  may  be  infrequent  or  even  absent 
for  long  periods.  The  situation  may  be  likened 
to  that  of  an  army  in  garrison  contrasted  with 
an  army  under  battle  conditions.  The  garrison 
army  may  well  operate  with  few,  if  any,  com¬ 


mand  decisions  being  made  at  the  top  levels 
of  the  organization.  Under  battle  conditions, 
however,  there  may  be  a  constant  flow  of 
tactical  and  strategic  decisions  determining 
the  hourly  course  of  battle,  and  its  final  out¬ 
come. 

In  general,  responsibility  for  decision  mak¬ 
ing,  when  measured  in  terms  of  the  significance 
of  the  decision,  forms  a  hierarchy  with  posi¬ 
tions  of  greatest  importance  at  the  top,  and 
positions  of  the  least  importance  at  the  bottom. 
When  decision  making  functions  are  meas¬ 
ured  in  terms  of  frequency  of  decisions  no 
clear-cut  structure  appears.  Critical  and  im¬ 
portant  decisions  may  be  made  either  fre¬ 
quently  or  infrequently,  depending  on  the 
conditions  under  which  the  firm  is  operating. 
Routine  decisions  are  likely  to  be  made  fre¬ 
quently,  but  even  these  may  diminish  in  num¬ 
ber  as  automation  replaces  the  decision 
making  function  of  machine  operator's  and 
machine  tenders. 

AUTHORITY  IN  THE  LARGE  CORPORATION 

There  is  an  interesting  problem  in  the 
modern  corporation  in  distinguishing  the  au¬ 
thority  of  operating  management,  the  board 
of  directors,  and  the  stockholders.  It  is  prob¬ 
ably  generally  true  that  operating  management 
is  only  indirectly  responsive  to  the  stock¬ 
holders  as  an  authority  group  within  the  cor¬ 
poration.  The  evidence  that  exists  for  this 
general  statement  suggests  that  operating  man¬ 
agement  is  largely  able  to  control  the  stock¬ 
holder  group  in  ways  that  perpetuate  manage¬ 
ment’s  continued  direction  of  the  firm.3 

There  have  been  widely  publicized  fights 
in  recent  years  for  control  of  firms  by  groups 
seeking  to  wrest  operating  management  from 
incumbents.  The  most  spectacular  of  these 
fights  was  the  one  in  which  Robert  R.  Young 
obtained  control  of  the  New  York  Central 
Railroad  System.  Very  shortly  thereafter,  in 
1954,  Louis  Wolfson  attempted  a  similar 
move  on  Montgomery  Ward  and  Company, 
but  his  efforts  were  unsuccessful,  and  Sewell 
Avery  was  able  to  retain  control  of  that  or¬ 
ganization.  Institutional  investors  and  stock¬ 
holders — a  large  and  often  controlling  segment 
in  corporate  ownerships — tend  to  support  the 
incumbent  management  group. 
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Individual  stockholders  are  likely  to  have 
such  minority  share  holdings  that  singly  they 
are  relatively  impotent  in  affecting  the  course 
of  active  management  of  the  firm.  Reading 
minutes  of  stockholders’  meetings  of  corpora¬ 
tions  that  publish  them,  like  the  Standard  Oil 
Company  of  New  Jersey,  gives  clear  evidence 
that  the  stockholders  are  engaging  essentially 
in  ceremonial  approval  of  present  manage¬ 
ment,  rather  than  significantly  affecting  deci¬ 
sion  making  within  management. 

For  all  practical  purposes,  we  can  view  the 
modem  corporation  in  the  United  States  as 
having  the  pinnacle  of  its  authority  structure 
in  the  board  of  directors  and  in  the  upper 
reaches  of  operating  management.4  Authority 
is  concentrated  at  this  point  and  is  diffused 
downward  in  the  organization,  diminishing 
rapidly  as  it  reaches  lower  levels  of  the  or¬ 
ganization. 

It  is  notable,  for  example,  that  in  plans  for 
decentralizing  large  corporations,  decision 
making  responsibility  usually  remains  concen¬ 
trated  close  to  the  top.5  Thus,  in  the  General 
Motors  Corporation,  the  world’s  largest,  de¬ 
centralization  stops  abruptly  at  the  divisional 
level.  The  Buick,  Chevrolet,  and  Oldsmobile 
divisions,  along  with  many  others,  constitute 
units  to  which  authority  is  delegated.  Within 
each  of  these  divisions,  however,  authority 
remains  concentrated  at  the  top,  and  each  di¬ 
vision  exhibits  the  same  pyramid  of  maximum 
authority  at  the  top  and  minimum  authority 
at  the  bottom.0 

FLOW  OF  AUTHORITY 

The  general  direction  of  order-giving  in  an 
organization  is  from  the  top  downward.  Much 
less  frequently  is  there  order-giving  from  one 
job  holder  to  another  at  the  same  level.  Most 
infrequently  do  orders  originate  at  a  lower 
level,  affecting  people  in  a  higher  position. 

Let  us  illustrate  the  three  directions  of 
order-giving  before  proceeding  to  their  an¬ 
alysis.  The  direction  of  an  order  from  a 
higher  to  a  lower  level  is  illustrated  when  the 
production  manager  asserts  that  output  ought 
to  go  up  about  three  per  cent  in  the  next  day. 
Whether  the  production  manager  makes  this 
a  suggestion  or  says,  “You  are  directed  to 
increase  output  three  per  cent,”  the  net  effect 


is  the  same.  His  subordinates  must  react  to 
this  command  or  order,  modifying  production 
in  a  serious  attempt  to  increase  it  by  three 
per  cent.  Similarly,  if  the  president  of  the  firm 
declares  that  it  might  be  a  good  idea  to  have 
the  sales  report  compiled  for  the  previous 
three  weeks,  this  declaration  constitutes  a 
directive  to  his  subordinates  to  provide  the 
report.  Order  giving  from  a  higher  to  a  lower 
level  is  the  most  common  case  of  authority 
and  its  exercise. 

The  flow  of  commands  and  orders  between 
jobs  at  the  same  level  is  a  somewhat  less  com¬ 
mon,  though  clearly  recognized  circumstance. 
Thus,  when  the  hooker  directs  the  crane  op¬ 
erator  to  hoist  away  after  a  load  has  been 
secured  to  the  crane  hook,  the  hooker  is 
clearly  issuing  a  command  to  the  crane  op¬ 
erator.  In  another  instance,  a  foreman  of  an 
operating  department  may  call  upon  the  main¬ 
tenance  department  to  repair  a  broken  ma¬ 
chine  tool.  The  maintenance  department  can¬ 
not  initiate  its  action  until  a  request  comes 
from  the  operating  department.  In  this  in¬ 
stance,  although  the  operating  department 
requests  maintenance  on  its  vital  machine 
tool,  it  is,  in  effect,  ordering  that  the  machine 
tool  be  maintained. 

The  third  kind  of  order-giving  situation  in 
which  orders  flow  from  a  lower  to  a  higher 
level  is  the  most  uncommon  of  the  three  types 
of  authority.  A  good  example  is  the  instance 
of  the  gate  guard  who  is  responsible  for  de¬ 
termining  that  everyone  entering  the  plant 
gate  is  authorized  to  do  so.  He  may  demand 
credentials  even  of  the  president  before  pass¬ 
ing  him  through  the  gate.  In  other  circum¬ 
stances  where  there  may  be  danger  involved 
in  an  operation,  the  operator  may  often  be 
given  full  responsibility  for  determining  who 
shall  be  permitted  in  the  area  of  the  opera¬ 
tion,  at  what  times,  and  under  what  circum¬ 
stances.  Even  his  superiors  in  the  organiza¬ 
tion  may  require  his  permission  before  enter¬ 
ing  the  dangerous  area. 

It  is  a  characteristic  of  the  exercise  of  au¬ 
thority  that  it  flows  only  in  one  direction  in  a 
given  situation.  The  direction  of  order-giving 
remains  stable  for  each  situation.  It  is  also 
usually  true  that  there  will  not  be  orders  af¬ 
fecting  a  situation  coming  simultaneously 
from  different  directions. 
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Where  there  is  the  possibility  of  conflict, 
so  that  orders  may  come  from  several  direc¬ 
tions  to  a  person  filling  a  job,  he  is  under 
pressure  to  resolve  the  conflict  in  favor  of  one.7 
It  is  not  necessarily  certain  that  the  order 
coming  from  above  will  always  be  given  pref¬ 
erence  to  that  coming  from  someone  at  the 
same  level.  It  is  clear,  however,  that  situations 
of  conflicting  orders  are  likely  to  be  resolved 
rapidly  by  the  individual  affected.  Should  he 
fail  personally  to  find  a  satisfactory  basis  for 
a  choice,  he  may  seek  clarification  from  some¬ 
body  sufficiently  in  authority  to  declare  the 


Plont  manager  making  his  daily  rounds  talking  shop 
with  one  of  his  department  managers.  The  plant 
manager,  at  Ford's  Cleveland  engine  plant,  wears  a 
characteristic  badge  of  production-oriented  top  man¬ 
agers — his  street  hat.  The  authority  relationship  is 
clearly  expressed  in  the  gestures  and  postures  of  the 
two  men. 

precedence  that  one  order  takes  over  all 
others  conflicting  with  it.  Conflict  of  authority 
is  thus  resolved  either  informally  by  the  order 
receiver  or  formally  by  a  higher  decision  de¬ 


claring  the  priority  of  one  of  the  conflicting 
orders. 

An  order  is  a  declaration  that  action  should 
take  place.  Where  conflicts  in  orders  exist, 
the  action  cannot  move  forward.  It  is  precisely 
this  block  to  action  that  is  the  most  important 
force  leading  to  the  resolution  of  the  conflict 
between  orders.  Blocked  action  becomes  im¬ 
mediately  clear  to  the  individual  whose  action 
has  been  stopped,  and  to  those  who  observe 
the  situation.  The  moment  this  is  recognized, 
there  is  considerable  pressure  to  remove  the 
block,  permitting  action  to  move  forward. 

The  flow  of  orders  from  higher  to  lower 
levels  is  the  most  significant  aspect  of  the  au¬ 
thority  structure  from  the  standpoint  of  organ¬ 
ization.  Top  authorities  are  responsible  for 
most  changes  in  the  organization.  Most  situ¬ 
ations  of  uncertainty  are  resolved  by  orders 
originating  at  the  top  of  the  organization.8 

Business  organizations,  like  modern  mili¬ 
tary  organizations,  place  great  dependence 
on  chain  of  command  and  the  general  down¬ 
ward  flow  of  orders  in  the  authority  structure. 
Indeed,  the  chain  of  command  is  one  of  the 
major  factors  in  designing  the  structure  of  an 
organization. 

SPAN  OF  AUTHORITY 

Where  one  man  gives  orders  to  a  number 
of  subordinates,  the  problem  of  how  many 
subordinates  can  be  efficiently  directed  be¬ 
comes  an  important  one.  Span  of  authority  is 
used  to  describe  the  limiting  number  of  subor¬ 
dinates  who  can  be  adequately  supervised. 

The  most  obvious  limit  on  the  span  of  au¬ 
thority  is  the  amount  of  time  the  authority 
holder  has  to  distribute  among  his  subordi¬ 
nates.  If,  for  example,  an  average  of  30  min¬ 
utes  per  day  is  to  be  spent  directing  each 
subordinate,  then  a  man  working  eight  hours 
would  have  16  people  as  a  limit  to  his  span 
of  authority.  As  the  amount  of  time  per  per¬ 
son  supervised  decreases,  the  number  in¬ 
cluded  within  the  span  of  authority  can  in¬ 
crease.  Conversely,  as  the  amount  of  time 
spent  in  directing  each  person  increases,  the 
span  of  authority  must  decrease.  Measured  on 
the  time  dimension  alone,  this  relationship  is 
obvious. 
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A  secondary  influence  on  the  time  spent  in 
exercising  authority  is  the  homogeneity  or 
diversity  of  the  activities  directed.  If  activities 
are  relatively  homogeneous,  the  amount  of 
time  an  authority  holder  spends  in  acquaint¬ 
ing  himself  with  each  will  be  lessened,  and  his 
span  of  authority  may  be  large.  If  the  au¬ 
thority  holder  has  to  direct  radically  different 
activities  he  may  need  more  time  to  acquaint 
himself  with  each  one.  His  span  of  authority 
may  correspondingly  have  to  be  narrow. 
Within  a  department  or  division  of  an  or¬ 
ganization,  where  tasks  are  relatively  homo¬ 
geneous,  we  would  expect  the  span  of  au¬ 
thority  to  be  broad.  Where  the  authority 
holder  has  to  direct  a  number  of  departments 
or  divisions,  the  span  of  authority  would  be 
narrow.9 


be  a  horizontal  flow  of  orders  regulating  the 
stages  through  which  the  product  passes.  The 
need  for  such  regulation  is  a  consequence  of 
the  need  for  coordinating  and  keeping  in 
proper  phase  the  steps  in  a  technological  divi¬ 
sion  of  labor.  It  is  clear  that  even  this  lengthy 
list  of  steps  does  not  begin  to  include  all  those 
possible.  We  have,  for  example,  excluded  the 
accounting  and  bookkeeping  operation  ac¬ 
companying  each  step. 

It  is  characteristic  of  the  horizontal  flow 
of  authority  that  it  has  the  general  function  of 
initiating  and  stopping  coordinated  activities. 
It  does  not  have  the  function  proper  to  down¬ 
ward  flow  of  authority — that  of  directing  the 
kind  of  activity  to  be  undertaken.  We  can 
visualize  the  horizontal  flow  of  authority  as 
traffic  signals  regulating  the  flow  of  work 


AUTHORITY  STRUCTURES  AND 
POWER  RELATIONS 

The  flow  of  horizontal  authority  in  an  or¬ 
ganization  is  a  product  of  its  technological 
division  of  labor.  In  particular  it  exhibits  the 
step-by-step  connection  between  stages  of  a 
technological  process.  The  horizontal  au¬ 
thority  structure  tells  us  essentially  the  order 
in  which  steps  in  a  technology  are  carried  out. 

For  example,  an  ordered  series  of  steps  are 
followed  from  the  original  design  of  a  prod¬ 
uct,  through  experimental  model  construction; 
testing  in  use;  modification  and  redesign;  ac¬ 
ceptance  for  production;  purchase  of  ma¬ 
terials  and  equipment  for  manufacture;  manu¬ 
facture  and  assembly;  and  distribution.  Be¬ 
tween  each  of  these  general  steps  there  will 


The  horizontal  flow  of  authority  is 
characteristically  between  equals.  Here 
are  three  men  of  the  Comptroller's 
department  of  a  large  corporation 
meeting  together  to  work  out  a  prob¬ 
lem  in  coordination  of  their  work.  In 
general  demeanor  and  appearance 
they  convey  the  spirit  of  equality 
among  them. 

among  different  activities  that  must  be  co¬ 
ordinated  for  the  total  enterprise  to  be  effec¬ 
tive.  The  horizontal  flow  of  authority  is  found 
in  any  situation  in  which  it  is  necessary  to 
coordinate  activities  following  closely  upon 
each  other.10 

INVERSE  FLOW  OF  AUTHORITY 

The  exercise  of  authority  from  lower  to 
higher  ranks  takes  place  in  highly  restricted 
situations,  characterized  by  repetitive  and 
limited  activities  having  an  element  of  danger, 
secrecy,  or  other  mark  of  exclusiveness  sur¬ 
rounding  them. 

The  plant  protection  guard  is  the  classic 
example  of  a  low  ranking  person  with  large 
amounts  of  authority.  His  task  is  highly  re- 
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petitive,  protecting  against  unwanted  and  un¬ 
warranted  intruders,  with  authority  over  all 
possible  persons  passing  through  the  plant 
gates.  Product  designers,  working  on  plans 
kept  secret  until  the  products  are  placed  on 
the  market,  may  be  given  authority  to  exclude 
all  but  a  select  group  from  viewing  the  design 
in  the  process  of  development.  A  workman 
who  operates  an  exclusive  process,  not  shared 
with  competitors,  may  be  given  authority  to 
exclude  almost  everyone  from  viewing  the 
process,  and  becoming  familiar  with  it.  The 
secretary  to  a  department  executive  may  re¬ 
fuse  to  open  his  correspondence  files  to  a  su¬ 
perior  executive  from  another  division  on  the 
grounds  that  these  files  are  confidential  and 
for  use  only  within  the  parent  division  of 
which  the  department  is  a  part.  Such  exercise 
of  authority  through  refusal  to  follow  an  order 
is  justified  on  the  grounds  that  the  order  from 
the  “foreign”  executive  must  come  down 
through  proper  channels. 

Exercise  of  authority  from  lower  to  higher 
levels  has  the  primary  function  of  excluding 
unauthorized  persons  from  a  given  situation. 
While  the  authority  may  be  universal,  apply¬ 
ing  indiscriminately  to  all  possible  persons, 
it  is  highly  restricted  and  limited  to  the  speci¬ 
fied  and  clearly  established  reason  for  exclu¬ 
sion.  These  are  the  two  basic  characteristics 
of  the  upward  or  inverse  flow  of  authority. 

AUTHORITY  STRUCTURES  SUMMARIZED 

The  authority  structures  of  an  organization 
have  three  separate  dimensions.  Downward 
flow  of  authority  gives  direction  to  actual  op¬ 
erations,  including  the  choice  of  purposes  and 
goals  for  the  operations,  and  their  particular 
characteristics.  Horizontal  flow  of  authority 

POWER  ST 

Power  structures  of  an  organization  are  a 
product  of  the  division  of  labor  within  it. 
Some  tasks,  jobs,  and  functions  are  performed 
by  only  one  or  several  persons,  while  others 
are  carried  out  by  large  numbers  of  people. 
Some  functions  are  highly  essential  to  the 
organization,  others  less  so.  Having  estab- 


coordinates  steps  in  a  technological  division 
of  labor.  Inverse,  or  upward  flow  of  authority 
is  limited  to  situations  where  protection 
against  hazards  or  unwarranted  disclosure  is 
necessary. 

From  the  standpoint  of  their  effects  on 
human  relations  in  the  organization,  the  three 
different  kinds  of  authority  have  different  con¬ 
sequences.  Downward  flow  of  authority  is 
what  we  usually  mean  when  we  talk  about  the 
authoritarian  character  of  an  organization. 
Subordinates  are  directed,  ordered,  or  com¬ 
manded  to  do  things  in  fulfilling  their  jobs  in 
the  organization.  When  we  commonly  talk 
about  a  person  having  authority,  we  point  to 
the  fact  that  he  is  in  a  position  superior  to 
others,  to  whom  he  can  issue  orders. 

We  cannot,  however,  ignore  the  horizontal 
flow  of  authority  that  comprises  the  signals 
by  which  coordination  is  achieved  through 
order-giving,  requesting,  or  initiating  be¬ 
havior.  This  coordination  is  central  to  the 
efficient  technological  division  of  labor.  In¬ 
deed,  complex  technology  would  break  down 
without  this  coordination.  There  are  many 
signals  moving  directly  between  equal  levels 
of  the  organization  that  display  authority  as 
a  coordinating  mechanism.  We  are  less  likely 
to  be  aware  of  the  horizontal  flow  of  au¬ 
thority,  although  it  has  important  conse¬ 
quences  for  human  relations.  In  instances  of 
breakdown  or  obstruction  in  the  flow  of  hori¬ 
zontal  authority,  the  finely  balanced  tech¬ 
nological  division  of  labor  may  prove  less 
efficient  than  planned. 

Least  important,  although  still  an  obvious 
third  dimension  of  authority  structures,  is 
inverse  authority  that  goes  from  lower  to 
higher  levels.  This  kind  of  authority  is  func¬ 
tional,  but  only  under  a  limited  set  of  circum¬ 
stances. 

UCTURES 

lished  these  kinds  of  differences  in  the  previ¬ 
ous  chapter,  we  now  want  to  find  out  how  this 
division  of  labor  hangs  together— what  keeps 
special  tasks  and  operations  coordinated  and 
integrated  with  each  other.  We  want  to  get  at 
the  structures  that  give  unity  to  the  separate 
parts  composing  the  division  of  labor. 
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TECHNOLOGICAL  DIVISION  OF  LABOR 

The  complexity  of  work  in  modem  organ¬ 
izations  leads  inevitably  to  a  technological  di¬ 
vision  of  labor.  This  division  of  labor  is  the 
consequence  of  diverse  tasks  being  performed 
to  fulfill  the  total  purposes  of  the  organiza¬ 
tion.11 

There  are  two  fundamental  conditions  lead¬ 
ing  to  technological  division  of  labor  within 
work  organizations.  First  there  must  be  a 
high  volume  of  demand  for  a  particular  func¬ 
tion,  service,  or  job.  Second  the  specialized 
work  must  have  a  unity  about  it  such  that 
it  may  be  performed  as  a  separate  task. 

A  given  function  is  not  assigned  to  a  dis¬ 
tinct  department,  division,  or  unit  of  an  or¬ 
ganization  until  it  requires  the  full-time 
attention  of  a  single  individual  or  staff.  When 
this  volume  of  specialized  activity  is  reached, 
the  special  activity  is  likely  to  be  made  a 
standard  job,  and  another  unit  is  established 
in  the  technological  division  of  labor. 

The  second  requirement  leading  to  special 
jobs  is  that  the  work  have  enough  unity  about 
it  that  a  single  individual  or  staff  may  compre¬ 
hend  the  function  as  a  coherent  task.  Then 
the  individual  performing  it  can  understand 
the  requirements  of  his  task  and  undertake 
them  with  at  least  minimum  competence  and 
efficiency. 

When  these  two  conditions  are  met  there 
is  theoretically  no  limit  on  the  extent  of  divi¬ 
sion  of  labor.  In  smaller  business  organiza¬ 
tions,  there  may  be  simple  divisions  according 
to  the  functions  of  producing,  selling,  and 
purchasing  raw  materials.  As  the  volume  of 
activity  increases,  the  broad  functions  may 
be  further  subdivided.  Departments  may  grow 
up  dealing  with  phases  of  production.  A  pro¬ 
duction  control  department  may  arise,  hav¬ 
ing  this  as  its  primary  function.  An  inspection 
department  may  be  created  to  control  quality 
of  output.  Similarly,  a  maintenance  depart¬ 
ment  may  be  established,  along  with  an  en¬ 
gineering  department  and  a  tool  designing 
department. 

Each  one  of  the  smaller  work  units  may 
continue  to  subdivide.  For  example,  the  main¬ 
tenance  department  may  have  an  electricians’ 
gang,  a  machinists’  gang,  a  millwrights’  gang, 
and  a  plumbers’  gang.  Even  these  smaller 


units  may  be  further  sub-divided  as  the  vol¬ 
ume  of  specialized  services  requires;  the  elec¬ 
tricians’  gang  may  be  split  between  plant  elec¬ 
tricians  and  electronics  maintenance  men. 
These  examples  should  be  sufficient  to  indi¬ 
cate  the  nature  of  the  sub-dividing  process  by 
which  the  technological  division  of  labor  is 
continually  elaborated. 

SPECIALIZATION  AND  INTEGRATION 

Once  a  job,  task,  or  function  is  specialized, 
its  performance  includes  the  exercise  of  power 
in  the  organization.  Power  is  the  effect  that 
the  kind  of  performance,  or  failure  to  per¬ 
form,  has  on  the  rest  of  the  work  organiza¬ 
tion. 

We  can  now  view  the  power  structures  of 
work  organizations  as  having  two  funda¬ 
mental,  and  opposed,  dimensions. 

Specialization  of  tasks,  functions,  and  jobs 
tends  to  pull  the  organization  apart.  It  makes 
of  the  work  organization  a  collection  of  in¬ 
dividual  operations.  Each  time  specialization 
is  pushed  one  step  further,  a  division  is 
created  between  the  specialty  and  other 
parts  of  the  organization.  Specialization  tends 
toward  disunity,  toward  difficulty  in  coordina¬ 
tion.  Specialization  has  a  centrifugal  influence 
on  organization;  it  fractures  the  central  unity 
of  work  processes. 

At  the  same  time  specialization  creates  au¬ 
tomatic  dependence.  A  task,  job,  or  function 
can  be  specialized  only  if  it  fits  together  with 
other  specialisms  to  make  some  kind  of 
whole.  A  specialized  job  operating  in  isolation 
produces  nothing  useful.  A  man  drilling 
holes  for  bolts  is  performing  a  meaningless 
task  unless  the  hole  is  tapped  with  threads, 
another  bored  piece  is  placed  on  the  first, 
and  a  bolt  is  inserted  in  the  holes  to  hold  the 
two  pieces  together.  The  unit  of  output  is  the 
joined  pieces  of  metal.  The  hole  drilling  op¬ 
eration  is  necessarily  dependent  on  succeed¬ 
ing  operations  to  make  it  meaningful  and  use¬ 
ful. 

The  dependence  resulting  from  specializa¬ 
tion  leads  to  unity,  to  coordination.  Depend¬ 
ence  has  a  centripetal  influence  on  organiza¬ 
tion;  it  gives  rise  to  unity  of  work  processes.12 

The  power  structures  of  work  organiza- 
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tions  are  composed,  then,  of  jobs,  tasks,  and 
functions  that  are  specialized  in  their  per¬ 
formance  and  joined  together  in  networks  of 
interdependence.  In  analyzing  power  struc¬ 
tures  we  are  concerned  with  (A)  how  task 
differentiation  takes  place,  and  its  conse¬ 
quences;  and  (B)  how  bonds  of  dependence 
are  maintained  among  related  tasks.  We  will 
examine  these  two  general  problems  in  the 
succeeding  paragraphs. 

TASK  SPECIALIZATION 

Specialized  tasks  develop  for  several  rea¬ 
sons. 

The  most  general  reason  for  task  special¬ 
ization  is  the  complexity  of  cooperative  ac¬ 
tivity.  The  complex  nature  of  the  final  prod¬ 
uct  of  cooperative  activity  may  have  an  im¬ 
portant  impact  on  the  number  of  specialized 
activities  needed  for  it.  Thus  a  primitive 
group  of  fishermen  in  a  longboat  requires  at 
least  the  division  of  labor  into  oarsmen  or 
paddlers,  helmsman,  lookout,  and  spearmen 
who  spear  the  fish  when  sighted  and  ap¬ 
proached.  An  alternate  organization  would 
find  each  individual  in  the  canoe  prepared  to 
undertake  every  task  as  he  perceived  the  need 
for  it  in  the  unfolding  fishing  situation.  In¬ 
evitably  under  such  circumstances,  several 
people  would  attempt  to  do  the  same  thing 
and  get  in  each  other’s  way.  Somebody  else 
might  fail,  at  a  crucial  point,  to  do  a  required 
thing,  making  the  difference  between  success 
or  failure  in  catching  fish. 

Where  several  separate  and  distinguishable 
tasks  have  to  be  performed  simultaneously, 
the  need  for  division  of  labor  will  also  neces¬ 
sarily  arise.  Furthermore,  where  the  timing  of 
the  ongoing  activity  may  be  crucial  to  the 
outcome,  it  becomes  even  more  important 
that  the  work  be  divided  and  specialized 
among  several  participants. 

A  third  factor  producing  task  specializa¬ 
tion  is  the  criticalness  of  the  outcome.  There 
are  some  kinds  of  activities  which  may  be 
repeated  until  the  desired  result  is  achieved. 
Under  these  circumstances  a  great  deal  of 
inefficiency  may  be  accepted  in  getting  the 
task  accomplished.  On  the  other  hand,  there 
may  be  critical  situations  in  which  the  group 
involved  may  have  only  one  chance  to  achieve 


the  desired  result.  The  all-or-none  outcome 
of  the  task  demands  high  competence  in  all 
its  phases.  Where  several  people  are  involved 
in  the  critical  task,  each  will  tend  to  specialize 
to  improve  competence  of  performance,  thus 
guarding  the  critical  outcome  against  unneces¬ 
sary  failure. 

On  a  hunt  in  which  primitive  tribesmen  are 
stalking  game,  the  coordination  of  beaters 
and  hunters  must  be  paramount.  A  failure  at 
any  point  may  permit  the  game  to  escape.  In 
such  an  instance  the  outcome  is  all  important. 
There  is  no  margin  for  error  or  lack  of  co¬ 
ordination  that  would  destroy  the  hunting 
pattern.  Under  these  circumstances  we  are 
likely  to  get  significant  division  of  labor  ac¬ 
cording  to  the  tasks  the  members  of  the  hunt¬ 
ing  group  perform. 

Besides  differentiation  of  tasks  in  a  group 
of  people  working  together  simultaneously, 
there  are,  of  course,  other  kinds.  Differentia¬ 
tion  in  tasks  may  take  place  where  two  dif¬ 
ferent  jobs  have  to  be  performed  in  different 
locations  at  the  same  time.  It  may  also  occur 
where  the  same  general  job  may  be  carried 
out  with  different  kinds  of  materials.  Dif¬ 
ferentiation  is  also  possible  where  the  same 
kind  of  job  can  be  performed  with  different 
technologies. 

We  can  analyze  tasks  in  work  organizations 
in  terms  of  four  general  questions:  (A)  what 
is  done;  (B)  how  it  is  done;  (C)  why  it  is 
done;  (D)  where  it  is  done.  These  four  as¬ 
pects  of  the  task  give  us  a  basis  for  determin¬ 
ing  the  nature  of  the  functional  specialization 
that  we  find  in  all  modern  organizations.13 

TASK:  WHAT  IS  DONE 

What  people  do  in  providing  useful  services 
and  labor  differs  among  them.  The  evidence 
of  our  senses  tells  us  that  there  is  something 
different  between  the  work  of  a  herdsman  and 
that  of  a  farmer.  We  can  also  observe  that  a 
pot  maker  does  something  different  than  a 
candlestick  maker.  We  can  look  at  a  watch¬ 
maker  and  a  watchman  at  work  and  know 
that  their  respective  jobs  are  different. 

Distinctive  occupations  are  given  separate 
titles  in  the  languages  of  all  peoples.  Descrip¬ 
tive  titles  usually  indicate  the  working  be¬ 
havior  in  the  occupation.  Such  titles  are  il- 
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lustrated  in  the  following  list:  truck  driver, 
saleslady,  sewing  machine  operator,  cylinder 
borer,  coil  winder,  and  steno-typist.  Occupa¬ 
tional  descriptions  may  also  emphasize  the 
product  of  the  occupation,  as  in  this  list: 
doughnut  maker,  supervisor,  receptionist, 
core  maker,  foundry  moulder,  stock  clerk, 
and  instrument  maker. 

We  have  continued  to  designate  occupa¬ 
tions  by  what  is  done  or  what  is  produced.  The 
Dictionary  of  Occupational  Titles,  by  no 
means  a  complete  listing  of  all  occupations, 
contains  more  than  fifty  thousand  job  titles 
found  in  American  industry.14  Modem  work 
organizations  contain  a  wide  variety  of  tasks 
to  be  performed  and,  therefore,  a  wide  variety 
of  different  kinds  of  job  designations. 

One  of  the  organization  consequences  of 
job  differentiation  is  the  tendency  to  place 
similar  jobs  in  the  same  department.  There 
may  be  conflicts  between  keeping  similar  jobs 
together  in  a  department,  and  maintaining  an 
adequate,  progressive  flow  of  work  from  one 
task  to  another.  Dissimilar  tasks  are  often 
grouped  together  because  they  represent  suc¬ 
cessive  stages  in  the  progression  of  work  to¬ 
wards  the  finished  product.  What  is  more 
typical,  however,  is  to  have  the  work  pass 
from  one  specialized  department  to  another 
as  dissimilar  tasks  are  performed.  Thus,  a  cus¬ 
tomer  order  may  go  to  the  special  design  de¬ 
partment  for  engineering  design.  The  working 
drawings  may  go  to  the  purchasing  depart¬ 
ment  to  guide  procurement  of  materials  and 
any  special  tools  required.  From  that  point, 
the  delivery  of  the  materials  and  tools  from 
the  receiving  department  will  be  made  to  the 
production  floors.  On  the  production  floors, 
the  order  is  then  fitted  into  the  existing  pro¬ 
duction  schedule.  When  the  proper  tools  and 
materials  are  on  hand,  and  when  the  produc¬ 
tion  schedule  calls  for  it,  the  various  produc¬ 
tion  departments  will  handle  the  order.  Upon 
completion  of  production,  the  shipping  de¬ 
partment  will  take  over  and  see  that  the  order 
is  delivered  to  the  customer.  This  does  not 
include  all  the  steps  possible — billing  opera¬ 
tions,  credit  operations,  and  similar  paper 
work  have  been  left  out  of  this  picture. 

Separate  tasks  are  kept  in  special  depart¬ 
ments  and  under  specialized  supervision 
where  there  is  continuous  repetition  of  these 


tasks.  Where  tasks  are  repeated  regularly,  it 
is  considered  more  desirable  and  efficient  to 
segregate  them  into  specialized  departments. 
Thus,  production  scheduling  is  a  continuous 
operation  in  the  preceding  example.  People 
who  specialize  in  production  scheduling  will 
handle  all  orders  of  the  company.  They  will 
do  this  continuously.  Therefore  it  is  possible 
to  separate  and  specialize  the  production 
scheduling  operation. 

It  would  be  conceivable  to  have  one  per¬ 
son  perform  all  working  tasks.  However,  it 
is  more  efficient  to  have  specialists  perform 
the  individual  tasks  because  they  are  con¬ 
tinually  demanded  operations. 

TASK:  HOW  IT  IS  DONE 

How  a  task  is  done  focuses  attention  upon 
behavior  while  fulfilling  the  task.  We  shift 
attention  away  from  the  product  being  worked 
on  to  the  activities  necessary  for  doing  the 
work. 

Operations  can  be  done  in  different  ways 
that  result  in  almost  identical  products.  For 
example,  we  can  hand-carve  decorations  in 
furniture,  or  do  it  with  machines  that  rout 
out  designs  with  similar  results.  In  both  in¬ 
stances,  the  end  product  is  a  carved  piece 
of  wood,  containing  a  decorative  design,  to 
be  used  on  a  piece  of  furniture.  The  man  who 
does  hand-carving  is  considered  a  fine  crafts¬ 
man,  with  a  high  degree  of  skill.  Of  lesser  skill 
is  the  man  operating  a  routing  machine  cut¬ 
ting  the  design  with  a  mechanically  directed 
cutting  head  following  a  pre-determined  pat¬ 
tern  which  the  operator  does  not  design  or 
control.  We  would  distinguish  between  a 
craftsman  woodworker,  on  the  one  hand,  and 
what  we  would  probably  call  a  routing  ma¬ 
chine  operator  on  the  other. 

The  basis  of  distinction  in  this  example 
lies  in  the  difference  in  the  way  an  almost 
identical  outcome  is  accomplished.  This  type 
of  distinction  is  particularly  important  in  con¬ 
sidering  the  impact  of  technology  on  job 
changes.  Jobs  are  defined  differently  as  their 
technology  changes. 

Changing  technology  affects  tasks  as  the 
machines,  equipment,  and  methods  are 
changed.  Not  all  tasks  are  as  obviously  dif- 
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ferent  as  in  the  illustration  of  wood  carving. 
Some  job  differences  are  much  more  subtle, 
and  sometimes  only  very  small.  They  may 
involve  the  difference,  let  us  say,  between 
working  on  a  four  spindle  screw  machine  or 
a  six  spindle  screw  machine.  The  operations 
of  four  and  six  spindle  machines  are  very 
similar,  but  the  operators  of  these  machines 
can  carry  separate  titles  because  of  the  rela¬ 
tively  minor  differences  in  what  they  do  in 
performing  their  jobs.  This  difference  might 
even  be  emphasized  by  paying  distinctive 
rates  for  the  two  jobs. 

One  of  the  most  heavily  weighted  aspects 
of  job  differentiation  is  how  the  job  is  done. 
In  job  evaluation  and  job  description,  for 
example,  this  is  usually  given  more  total 
weight  than  any  other  factor.  The  interest  in 
motion  analysis  that  has  grown  up  in  con¬ 
junction  with  the  job  description  and  job 
evaluation  centers  on  finding  common  units 
for  analyzing  how  tasks  are  accomplished. 
These  are  typically  units  of  bodily  move¬ 
ment.15 


TASK:  WHY  IT  IS  DONE 

Why  a  task  is  done  is  another  basis  on 
which  identical  tasks  can  be  differentiated 
from  each  other.  This  factor  is  important  in 
contrasting  legitimate  with  illegitimate  occu¬ 
pations.  For  example,  an  individual  who 
paints  automobiles  in  a  regular  body  shop 
has  a  task  which  is  legitimate.  However, 
should  the  same  individual  be  employed  by  a 
ring  of  auto  thieves  for  rapid  painting  of 
stolen  cars  to  minimize  their  quick  identifica¬ 
tion,  we  would  probably  conclude  that  while 
the  technological  aspects  of  the  illegal  paint¬ 
ing  are  the  same  as  the  legal,  the  purpose  of 
painting  stolen  cars  is  illegitimate. 

The  distinction  between  legitimate  and  il¬ 
legitimate  jobs  is  not  the  only  one  for  which 
the  purpose  of  the  task  is  important.  A  labora¬ 
tory  technician  who  is  doing  routine  chemical 
analyses  of  on-going  processes  would  prob¬ 
ably  have  a  different  view  of  himself  if  he 
were  doing  identical  chemical  analyses  in  a 
research  setting.  To  take  another  example, 
the  machinist  employed  in  the  experimental 
shop  of  an  automobile  company  where  new 


models  are  first  developed,  although  he  per¬ 
forms  operations  identical  to  those  of  the 
machinist  in  the  production  shop,  is  set  apart 
from  the  latter  and  considered  to  be  perform¬ 
ing  a  distinct  task.  We  can  multiply  these  ex¬ 
amples  in  all  fields  of  organization  behavior. 
The  central  point  to  be  remembered,  however, 
is  that  the  purpose  or  goal  of  a  task  can  be 
extremely  important  in  differentiating  it  from 
other  tasks.  This  holds  even  though  there  is  an 
identical  technology  and  an  identical  method 
of  operation  involved  in  the  two  tasks. 

The  goal  of  a  task  as  one  of  its  distinctive 
characteristics  is  an  important  incentive  for 
individuals  to  do  good  work.  The  clear  recog¬ 
nition  that  an  otherwise  humdrum  task  has 
significant  goals  may  make  it  exceedingly  im¬ 
portant  to  the  job  holder. 

TASK:  WHERE  IT  IS  DONE 

Another  aspect  of  a  task  is  the  location  at 
which  it  is  performed.  There  are  statuses  at¬ 
tached  to  special  locations  within  the  organ¬ 
ization.  For  example,  a  shop  clerk  may  do 
exactly  the  same  thing  as  a  clerk  in  the  ac¬ 
counting  department.  Yet,  the  shop  clerk  may 
be  located  in  the  production  shop  while  the 
accounting  clerk  may  be  in  the  office  section 
of  the  establishment.  The  office  location  may 
have  slightly  higher  status.  Accordingly,  there 
may  be  pressure  toward  recognizing  the  ac¬ 
counting  clerk  as  being  different  from  the 
production  clerk.  The  way  in  which  the  jobs 
are  performed  and  what  is  turned  out  may  be 
undervalued  in  placing  emphasis  on  where 
the  tasks  are  performed. 

Identical  or  almost  identical  tasks  may  be 
considered  different  by  their  incumbents  if 
they  are  performed  in  different  places.  In  the 
field  of  administration,  for  instance,  being  a 
member  of  the  central  staff  of  a  far-flung  or¬ 
ganization,  may  rate  higher  than  being  a 
member  of  a  local  plant  staff,  even  though 
the  jobs  performed  are  identical. 

Task  differentiation  based  on  status  loca¬ 
tion  plays  an  important  role  as  an  incentive 
in  modern  organizations.  A  hierarchy  of  iden¬ 
tical  jobs  can  become  a  career  line,  if  each 
step  up  the  career  ladder  is  the  same  job 
having  a  different  locale.  Promotions  are  then 
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to  different  places,  rather  than  to  different 
tasks.  Such  locational  changes  may  also  have 
higher  status  confirmed  by  an  increase  in  pay. 
The  private  secretary  of  a  vice  president,  for 
example,  who  becomes  the  president’s  -sec¬ 
retary,  may  continue  to  perform  identical 
tasks,  but  receive  a  handsome  increase  in 
salary  because  of  the  status  move. 

Task  specialization  is  based  on  what  is 
done  in  a  job,  how  it  is  done,  why  it  is  done, 
and  where  it  is  carried  out.  What  is  done  in 
a  task  is  important  in  assigning  the  task  to  a 
department  of  the  work  organization.  How  a 
task  is  done  is  important  in  following  out  the 
consequences  of  technology  for  work,  and  in 
evaluating  pay  levels  through  job  evaluation. 
Why  a  task  is  carried  out  is  significant  as  a 
test  of  its  legitimacy  and  as  an  incentive  for 
workers  who  are  convinced  of  the  importance 
of  their  work.  Finally,  where  a  task  is  phys¬ 
ically  or  organizationally  located  may  provide 
status  rewards  that  are  important  as  incen¬ 
tives  for  working. 

POWER  STRUCTURES  AND  DEPENDENCE 

A  consequence  of  the  technological  divi¬ 
sion  of  labor  is  the  mutual  dependence  of 
specialties.  As  tasks  and  functions  are  special¬ 
ized,  there  is  need  for  their  coordination  and 
integration  in  order  to  perform  the  whole 
operation  of  which  they  are  parts. 

Whiting  Williams  pointed  out  in  the  ’twen¬ 
ties,  after  working  with  industrial  workers, 
that  whether  a  man  was  a  lowly  coal  passer 
in  the  hold  of  a  ship,  or  a  highly  trained  tool 
and  die  maker  working  on  intricate  dies,  he 
tended  to  justify  his  importance  as  an  indis¬ 
pensable  link  in  the  production  process.16  The 
coal  passer  would  declare  the  ship  could  not 
run  if  he  did  not  fire  the  boilers.  The  die 
maker  would,  with  similar  pride,  point  out 
that  the  quality  of  the  produce  was  entirely 
dependent  on  the  precision  of  the  die  he 
made.  Both  men,  of  course,  were  right,  call¬ 
ing  attention  to  the  necessity  of  each  link  in 
a  chain  of  technological  dependence. 

The  bond  of  dependence  is  one  of  the  most 
important  consequences  of  the  technological 
division  of  labor.  Merely  being  a  part  of  the 
production  chain  serves  to  call  attention  to 


one  important  basis  for  attachment  to  the 
job  and  company.  This  may  be  quite  inde¬ 
pendent  of  any  positive  or  negative  feelings 
about  management  of  the  company,  working 
conditions  offered,  or  working  associates 
found  on  the  job. 

The  technological  division  of  labor  and 
the  resulting  structure  of  functional  inter¬ 
dependence  among  separate  and  distinct  jobs 
constitute  an  important  human  tie  between 
individual  workers  and  the  organizations  of 
which  they  are  members.  This  simple  fact  is 
often  overlooked  in  management  programs 
designed  to  “sell  companies”  to  their  em¬ 
ployees. 

The  dependence  of  specialized  tasks  upon 
each  other  modifies  the  distribution  of  power 
in  work  sequences.  The  very  fact  that  most 
jobs  are  not  independent  places  restraints  on 
their  occupants,  limiting  arbitrary  action  and 
arbitrary  use  of  power. 

The  range  of  action  open  to  someone  in 
a  dependent  position  is  limited  by  the  range 
of  acceptance  of  those  with  whom  he  is  linked. 
This  is  the  secret  of  self-discipline  in  work 
groups.  Fellow  workers  in  a  dependent  work 
team  establish  their  range  of  acceptance  for 
task  performance  for  every  member.17  No 
single  member  of  the  team  can  use  the  power 
of  his  job  or  task  to  exceed  the  limits  of  fel¬ 
low  worker  range  of  acceptance.  An  attempt 
to  do  so  will  call  forth  sanctions  and  puni¬ 
tive  action  by  fellow  workers. 

The  work  organization  similarly  can  con¬ 
trol  arbitrary  use  of  power  by  a  job  holder, 
by  clearly  specifying  what  is  done,  how  it  is 
done,  why  it  is  done,  and  where  it  is  done. 
The  job  holder  has  these  given  him;  they 
constitute  affirmative  definitions  of  his  task, 
and  equally  specific  prohibitions  against  doing 
what  is  not  concretely  defined  as  part  of  the 
task.  When  the  job  holder  fails  to  recognize 
the  prohibited  areas  of  action  surrounding 
his  task  he  is  quickly  corrected.  He  may  be 
accused  of  “exceeding  his  responsibility.”  He 
may  be  charged  with  “empire  building”  in 
trying  to  take  over  someone  else’s  functions. 
He  may  even  be  fired  for  not  doing  his  job 
as  it  is  laid  out  for  him. 

The  informal  work  team  and  the  formal 
work  organization  both  use  dependence 
among  tasks  as  a  major  limit  on  abuse  of 
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power  residing  in  the  task.  Task  dependence  is 
one  of  the  central  bonds  uniting  the  power 
structures  of  work  organizations.  Dependence 
is  the  cement  that  holds  together  the  special¬ 
ized  tasks  into  unified  and  coherent  work 
processes. 

POWER  STRUCTURES  AND  STATUS 

One  of  the  important  consequences  of  the 
technological  division  of  labor  is  the  attach¬ 
ment  that  people  develop  for  the  technical 
characteristics  of  their  jobs.  This  leads  to 
contentions  that  special  knowledge  is  required 
to  fill  the  job.  In  the  case  of  union  organiza¬ 
tion  established  on  a  craft  basis,  there  is  em¬ 
phasis  on  the  distintive  features  of  the  craft, 
and  a  desire  to  retain  them  as  the  hallmark 
of  the  craftsman.  Similarly  in  other  specialties 
like  those  of  personnel,  process  engineering 
or  any  other  technical  functions,  there  is  con¬ 
stant  clamor  on  the  part  of  the  specialists  to 
“professionalize”  their  areas.  They  want  to 
assert  their  possession  of  specialized  skills 
and  protect  them  from  encroachment. 

Whether  it  be  through  the  labor  union 
channel  or  through  a  professional  organiza¬ 
tion,  the  functional  specialists  of  industry  or¬ 
ganize  to  protect  themselves  and  establish 
standards  for  the  recognition  of  future  special¬ 
ists  entering  the  held.  In  recognized  profes¬ 
sions  like  engineering,  this  has  reached  the 
point  where  the  profession  exercises  important 
jurisdiction  over  training  schools  and  colleges, 
as  well  as  jurisdiction  over  certification, 
through  state  examinations,  of  future  prac¬ 
titioners.  In  trades  like  plumbing  and  elec¬ 
trical  wiring,  the  control  of  apprenticeship 
leading  to  craftsman  status,  as  well  as  par¬ 
ticipation  in  state  certification,  are  important 
goals  of  craft  unions. 

The  technological  division  of  labor  pro¬ 
duces  a  myriad  of  specialists.  Task  specialists 
seek  recognition  for  the  independence  and 
significance  of  their  specialties.18 

The  functional  division  of  labor  on  techno¬ 
logical  grounds  determines  the  occupational 
structure  of  industry,  and  of  society.  Occupa¬ 
tional  structure  comes  to  have  an  evaluative 
or  normative  dimension.19  Specialists  rate 
themselves,  and  establish  conditions  for  be¬ 
coming  and  remaining  a  specialist.  They  are 


equally  concerned  with  where  their  specializa¬ 
tion  ranks  in  relation  to  others.  The  assign¬ 
ment  of  status  to  an  occupational  group  is  at 
least  partly  based  on  the  technological  func¬ 
tion  performed  by  that  group.  If  the  function 
is  difficult  or  complex,  the  group  performing 
it  is  likely  to  be  highly  rated.  If  the  function 
is  simple  and  routine,  the  group  is  likely  to 
have  a  lower  rating. 

From  the  standpoint  of  human  relations, 
the  technological  division  of  labor  contributes 
to  establishing  status  differences  among  tech¬ 
nical  functions.  Tasks  are  ranked  in  the  power 
structures  of  work  organizations.  Status  dif¬ 
ferences  based  on  task  factors  are  established. 
For  job  holders,  their  jobs  have  “standing.” 

POWER  STRUCTURES  SUMMARIZED 

Every  job  has  a  sphere  of  influence  in  the 
work  organization;  that  is,  every  job  has  an 
effect  on  the  performance  of  some  other  jobs. 
Tasks  are  combined  in  dependent  structures, 
each  contributing  something  to  the  total  prod¬ 
uct. 

These  structures  of  dependent  tasks  are  the 
power  structures  of  work  organizations.  Chart 

3.1  shows  a  power  structure.  The  tasks  are 
shown  as  interacting  with  each  other  to  get 
work  done. 

A  power  structure  has  permanence.  It  con¬ 
tinues  through  time  to  exhibit  the  same  pat¬ 
terns  of  dependence  among  specialized  tasks. 
The  behavior  of  workers  is  tied,  in  part,  to 
the  power  structures  in  which  they  operate. 
These  behaviors  are  standardized  by  the 
power  relations  among  job  holders.  We  can, 
therefore,  see  power  structures  as  permanent 
features  of  work  organizations,  binding  spe¬ 
cialized  tasks  into  coherent  and  productive 
units. 

We  can  complicate  our  view  of  power 
structures  by  noting  that  each  separate  power 
structure  is  in  turn  connected  to  others.  Chart 

3.2  presents  this.  It  will  be  noted,  first,  that 
not  all  tasks  within  a  given  power  structure 
connect  with  other  power  structures.  This 
connection  is  maintained  only  through  one 
or  several  jobs.  The  connecting  jobs  are  gen¬ 
erally  more  powerful  than  those  that  do  not 
serve  as  bridges  between  power  structures. 
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CHART  3.1 

A  POWER  STRUCTURE  CONSISTING  OF  SIMPLE  DEPENDENT  JOBS  WITHIN  A  DEPARTMENT 


A  second  observation  about  linked  power 
structures  is  that  they  permit  us  to  locate 
points  in  work  organization  structures  at 
which  authority  and  power  coincide.  A -first 
approximation  would  be  to  suggest  that  the 
bridging  jobs  are  ones  that  also  involve  the 
exercise  of  authority.  It  is  through  such  jobs 
that  horizontal  authority  flows.  It  is  also 
through  these  tasks  that  vertical  authority 
flows  into  the  individual  power  structures.  We 
will  examine  these  points  in  Chapter  5.  At 


this  stage  we  want  to  become  sensitive  to  the 
fact  that  our  step  by  step  analysis  of  work 
organization  structures  is  beginning  to  add  up 
to  a  total  view  of  working  behavior. 

We  started  this  section  by  noting  that  work 
organizations  tend  to  disunity  through  task 
specialization.  We  later  noted  that  depend¬ 
ence  maintained  connections  among  special¬ 
ized  functions.  To  this  structuring  of  special 
tasks  into  systematic  production  units  we  have 
given  the  name,  power  structures. 


STATUS  STRUCTU  RES 


In  Chapter  2  we  analyzed  the  general  phe¬ 
nomenon  of  ranking  and  rating  people  in  dis¬ 
cussing  status  relations.  We  now  ask  the  ques¬ 
tion,  Are  there  relatively  permanent  systems 
of  ranking  that  characterize  work  organiza¬ 
tions? 

Such  stable  ranking  systems  do  exist.  We 
call  them  status  structures.  Each  task  and  job 
fits  into  one  or  more  status  structures.20 

FUNCTIONS  OF  STATUS  STRUCTURES 

Status  structures  have  the  primary  function 
of  providing  incentives  for  effective  member¬ 
ship  in  work  organizations.  For  the  individual 


member,  his  organization  status  or  rating  con¬ 
firms  his  present  standing  relative  to  other 
members.  Status  fixes  a  person’s  qualitative 
standing  compared  with  others.  Status  ranking 
gives  satisfaction  to  the  individual  because  it 
provides  him  with  a  perch  from  which  he  can 
view  those  who  are  equal  to  him,  and  those 
who  are  of  lower  rank.  The  incentive  value 
of  this  aspect  of  status  is  simple.  The  human 
personality  needs  to  be  reinforced  constantly 
in  its  acceptance  of  a  present  standing  in  a 
social  structure.  Status  ranking  that  is  simi¬ 
larly  valued  by  both  the  person  and  those 
around  him  reinforces  his  self  esteem.21 
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CHART  3.2 

A  DEPARTMENTAL  POWER  STRUCTURE  LINKED  THROUGH  TWO  KEY  PEOPLE 
TO  OTHER  POWER  STRUCTURES 


LINK  WITH 
MANAGEMENT 
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Status  structures  also  provide  incentives 
for  advancement.  A  status  structure  includes 
many  ranks,  ordered  from  low  to  high  in  re¬ 
lated  series.  For  any  given  rank  there  is 
usually  a  higher  series  of  rankings  to  which 
movement  is  possible  for  the  individual.22 
Upward  mobility  in  the  work  organization  is 
signaled  by  a  move  to  higher  status  rank.  The 
structure  of  status  ranks  provides  the  vista 
for  viewing  future  progress  through  the  or¬ 
ganization.  In  this  sense,  by  pointing  to  the 
future  standings  attainable,  the  status  struc¬ 
ture  reinforces  a  person’s  desire  for  advance¬ 
ment. 

It  is  noteworthy  that  the  functions  of  status 
structures  are  different  from  the  functions  of 
authority  and  power  structures.  Authority 
and  power  structures  are  operating  features 
of  work  organizations.  They  are  necessary  in 
getting  work  done.  Authority  structures  are 
the  frameworks  for  order  giving  and  order  re¬ 
ceiving.  Power  structures  are  the  frameworks 
for  task  specialization  and  task  integration. 


Both  of  these  have  to  do  with  actual  behavior 
in  getting  work  accomplished.  On  the  other 
hand,  status  structures  are  rewarding,  not  op¬ 
erating,  features  of  work  organizations.  They 
function  to  provide  members  with  visible 
satisfactions  to  keep  them  performing  ade¬ 
quately  at  work,  and  to  spur  them  on  to  ad¬ 
vancement.23 

FEATURES  OF 
STATUS  STRUCTURES 

There  are  two  major  features  of  status 
structures  that  need  to  be  analyzed  here:  the 
generality  of  evaluating  criteria  for  a  given 
work  organization;  and  the  differential  ap¬ 
plication  of  particular  status  symbols. 

By  generality  of  evaluating  criteria  we  mean 
that  each  organization  has  certain  commonly 
valued  attributes  shared  throughout  its  mem¬ 
bership.  Every  member  is  expected  to  exhibit 
these  valued  characteristics.  For  example,  in 
the  army,  bravery  is  a  commonly  valued  at- 
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tribute  of  military  men.  In  a  sales  organiza¬ 
tion,  aggressiveness  is  a  shared  value;  in  a 
university,  intellectual  capacity;  in  a  chorus 
line,  beauty;  in  the  medical  profession,  diag¬ 
nostic  or  surgical  skill. 

Some  evaluating  criteria  are  held  within 
more  limited  areas  of  the  organization— pro¬ 
duction  jobs,  executive  positions,  and  so  on. 
These  valuing  standards  apply  to  everyone 
within  a  limited  area.  The  executive  may  be 
valued  for  his  decisiveness,  but  the  engineer 
may  be  equally  valued  for  his  deliberate 
thoughtfulness.  Members  of  the  inspection  de¬ 
partment  may  be  valued  for  their  literal  ad¬ 
herence  to  inspection  standards;  but  product 
designers  may  be  encouraged  by  the  high 
value  placed  upon  their  originality  and  de¬ 
parture  from  present  standards. 

By  differential  application  of  particular 
status  symbols  we  mean  that  from  one  limited 
area  of  the  organization  to  another  the  same 
valuing  standards  may  have  different  mean¬ 
ings.  For  example,  length  of  service,  and  task 
competence,  may  be  general  valuing  standards 
throughout  the  work  organization.  For  execu¬ 
tives  as  a  group,  length  of  service  may  be 
viewed  as  one  basis  upon  which  competence 
is  developed;  the  executive  tasks  are  so  com¬ 
plex  that  it  takes  a  long  time  to  develop  com¬ 
petence  in  them.  For  production  workers,  on 
the  other  hand,  length  of  service  may  have 
the  essential  meaning  that  the  employee  is  a 
loyal  member  of  the  organization  because  he 
has  remained  with  it  so  long.  A  production 
worker’s  task  may  be  learned  to  a  high  level 
of  competence  in  a  relatively  short  time;  be¬ 
yond  that  period  of  time  his  continued  service 
with  the  organization  is  viewed,  not  as  fur¬ 
thering  his  competence,  but  as  a  measure  of 
his  loyalty.  Thus  standards  of  valuing  bear¬ 
ing  the  same  name  may  actually  have  differ¬ 
ent  meanings  in  different  parts  of  the  organ¬ 
ization. 

TYPES  OF  STATUS  STRUCTURES 

We  have  indicated  in  the  last  chapter  that 
there  is  no  theoretical  limit  to  the  valuing 
standards  that  constitute  the  bases  of  status 
structures.  This  is  always  one  of  the  surpris¬ 
ing  discoveries  that  newcomers  make  when 
they  join  a  work  organization,  and  become 
familiar  with  its  unique  valuing  standards. 


The  surprise  consists  in  discovering  that  un¬ 
likely  things  have  differentiating  significance 
in  sorting  people  out,  and  valuing  them  as 
organization  members. 

Barnard  has  suggested  five  general  types  of 
status  structures  as  characteristic  of  work  or¬ 
ganizations.24  We  will  present  these  briefly 
with  the  understanding  that  there  are  many 
possible  variations  within  each  type.25 

The  first  type  of  status  structure  is  based 
on  ceremonies  of  induction  and  appointment 
to  a  new  job.  These  ceremonies  may  be  formal 
or  informal.  They  signalize  for  the  person  his 
achievement  of  the  new  ranking  and  constitute 
a  public  recognition  for  all  members  of  the 
organization  to  observe  that  the  new  rank  has 
been  achieved.  A  very  simple  kind  of  cere¬ 
mony  is  the  personal  congratulations  of  a  high 
executive  on  a  promotion.  Another  simple 
public  act  of  recognition  is  published  an¬ 
nouncement  in  an  organization  news  letter  or 
magazine  of  the  changed  ranking.  For  appren¬ 
tices  who  achieve  craftsman  status  there  may 
be  a  much  more  elaborate  ceremony  includ¬ 
ing  a  banquet,  presentation  of  certificates, 
and  general  public  congratulation. 

The  status  structure  of  ceremony  varies 
with  different  levels  of  the  organization.  In 
general,  the  change  in  status  at  the  higher 
levels  of  the  organization  will  often  entail 
more  complex  ceremony  than  at  lower  levels. 
On  the  other  hand,  a  critical  change  in  status, 
like  that  from  apprentice  to  craftsman,  may 
be  signalized  by  high  ceremony  even  though 
the  change  takes  place  between  two  relatively 
low  levels  of  the  organization. 

A  second  general  status  structure  is  based 
on  visible  marks  of  status  like  badges,  uni¬ 
forms,  and  insignia.  One  of  the  most  common 
features  of  work  organizations  is  the  distin¬ 
guishing  value  of  clothing  to  signalize  status. 
Individual  occupations  and  trades  have  their 
characteristic  work  clothing.  There  are  notice¬ 
able  differences  in  dress  and  appearances 
between  office  and  factory  workers.  Execu¬ 
tives  can  often  be  distinguished  by  the  cut  of 
their  clothes.  Personal  possessions  can  be 
insignia  of  status,  like  the  car  used  to  drive 
to  work,  the  quality  of  brief  cases  (or  dis¬ 
patch  cases  for  “top”  executives)  used  to 
carry  work  papers,  and  the  like. 

External  marks  of  status  may  be  formally 
required  by  company  policy.  Thus,  uniforms, 
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badges,  safety  or  other  special  work  clothes, 
office  and  work  place  furnishings  may  be 
provided  or  required  by  the  organization.  Per¬ 
sonal  marks  of  status,  on  the  other  hand,  are 
chosen  by  the  individual  to  display  his  own 
ideas  about  “living  up”  to  his  status.  Formal 
and  personal  external  marks  of  differential 
status  are  highly  visible  on  even  casual  in¬ 
spection  of  any  group  of  people  at  work. 


A  view  of  one  section  of  the  producing  coordination 
department  of  Standard  Oil  Company  of  New  Jer¬ 
sey  shows  a  top  executive  consulting  with  a  staff 
expert.  Note  the  window  washer  at  the  rear  of 
the  room.  Does  the  marked  difference  in  dress 
reveal  the  status  gradations  in  the  three  levels  of 
the  organization  represented  by  these  people? 

A  third  general  status  structure  is  built 
around  titles  and  names  for  tasks  and  jobs. 
These  titles  are  both  formal,  as  actual  job 
titles,  and  informal,  as  the  talking  designation 
of  a  job.  A  person  may  be  an  assistant  to 
the  vice  president,  but  he  may  also  be  called 
the  v.p.’s  “flunkey.”  The  formal  and  informal 
titles  together  tell  us  a  good  deal  about  the 
assistant’s  organizational  status.  In  general, 
it  is  not  always  safe  to  take  the  formal  job  title 
as  the  single  indicator  of  status  rank  without 
inquiry  into  the  informal  designation  as  well. 

A  fourth  general  status  structure  is  based 
on  emoluments,  perquisites,  and  privileges. 
These  features  of  jobs  have  status  valuations 
in  addition  to  any  material  value  that  may  be 
attached  to  them  as  compensation  for  work¬ 
ing.  Many  kinds  of  job  features  fall  into  this 
category  including  private  offices,  use  of  com¬ 
pany  cars,  having  private  secretaries  or  even 
pretty  secretaries,  ringing  time  clocks,  using 
general  or  restricted  wash  rooms,  having  oak 


or  walnut  desks,  and  so  on.  All  such  job 
features  set  forth  the  organization  status  sys¬ 
tem,  which  is  thoroughly  understood  by  its 
members,  and  fairly  easily  sensed  by  an  out¬ 
side  observer. 

The  fifth  general  status  structure  that  Bar¬ 
nard  suggests  is  grounded  in  the  limitations 
and  restrictions  surrounding  behavior  of  job 
holders.  He  points  out  that  a  status  ranking 
not  only  entitles  the  holder  to  behave  in  ac¬ 
cordance  with  his  position,  but  it  also  tends 
to  prohibit  his  behaving  like  those  of  lower 
status.26  For  example,  higher  status  people 
are  not  free  to  go  to  places  frequented  by 
those  of  lower  status  (e.g.,  the  saloon  or 
tavern  hard  by  the  plant  gates),  or  do  things 
that  lower  status  people  may  do  (like  shoot 
craps  during  lunch  periods),  or  even  use 
language  that  is  the  privilege  of  lower  status 
organization  members.  These  behavior  restric¬ 
tions  work  in  both  directions  on  the  status 
ladder.  It  is  always  considered  presumptuous 
for  a  lower  status  person  to  imitate  the  be¬ 
havior  of  higher  status  people.  In  general, 
members  of  work  organizations  understand 
well  the  limitations  on  behavior  in  their  or¬ 
ganization.  Nevertheless  this  kind  of  status 
structure  is  never  made  explicit  and  is  under¬ 
stood  only  through  participation  in  the  life  of 
the  organization. 

It  should  be  emphasized,  again,  that  these 
are  five  general  types  of  status  structures. 
Each  work  organization  has  its  special  vari¬ 
ants  of  these  types  unique  to  it. 

STRUCTURE  OF  JOB  DIFFERENTIALS 

We  can  consider  in  greater  detail  one  im¬ 
portant  work  status  structure.  It  represents 
the  general  type  based  on  emoluments,  per¬ 
quisites,  and  privileges,  called  the  structure 
of  job  differentials.  The  structure  of  job  dif¬ 
ferentials  is  one  of  the  more  important  short- 
run  incentive  devices  used  in  organizations. 

The  structure  of  job  differentials  is  the 
small  but  clearly  recognized  differences  that 
distinguish  stages  of  the  same  task  or  job. 
These  differences  are  usually  signalized  by 
differential  pay.  They  may  also  be  denoted  by 
slight  modifications  in  job  title,  and  added  per¬ 
quisites  and  privileges. 

It  is  common,  for  example,  in  industry  to 
designate  a  job  rate  range  for  specific  job 
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titles.  Thus,  the  job  title,  machine  operator  A, 
may  carry  the  rate  range  of  $1.60  to  $1.73. 
The  meaning  of  this  rate  range  is  clear. 
Typically,  the  newcomer  to  the  classification 
is  paid  $1.60  per  hour.  After  a  trial  period  in 
which,  among  other  things,  his  competence 
to  fill  the  job  is  demonstrated,  he  may  then 
be  advanced  to  a  wage  of  $1.63  per  hour. 
This  may  come  in  a  matter  of  weeks  or  several 
months.  From  that  point  on  the  individual  is 
considered  eligible  for  merit  increases.  These 
merit  increases  are  rationalized  on  the  basis 
of  the  increasing  skill  and  competence  that 
the  worker  develops  from  continuous  per¬ 
formance  of  his  job.  After  a  fairly  lengthy 
period  of  time  ranging  up  to  several  years,  the 
worker  may  have  his  rate  of  pay  established  at 
the  top  of  the  rate  range,  namely,  $1.73. 

It  is  clear  that  this  worker  is  performing  the 
same  task  throughout  his  learning  period,  the 
period  of  increasing  proficiency,  and  the  period 
when  he  is  finally  given  the  top  pay  for  the 
job  classification.  Job  differentials  within  a 
specific  job  classification  are  based  on  the 
assumption  that  proficiency  and  skill  develop 
with  practice  in  the  occupation. 

The  structure  of  job  differentials  for  factory 
jobs,  for  common  clerical  jobs,  or  generally 
for  what  are  called  the  manual  skills  and 
occupations,  tends  to  be  relatively  narrow  for 
each  job  classification.  It  is  common  to  have 
a  10  to  20  cent  rate  range  for  factory  jobs. 

At  higher  points  in  the  occupational  heir- 
archy,  the  structure  of  job  differentials  will 
increase.  For  engineers,  for  example,  there 
may  be  as  much  as  a  20%  range  between  the 
lowest  and  the  highest  paid  individual  in  a 
given  job  classification.  At  the  level  of  princi¬ 
pal  executives  of  the  firm,  this  range  may  in¬ 
crease  still  more. 

The  structure  of  job  differentials  within  a 
given  classification  of  jobs  is  designed  to  es- 

HUMAN  RELATIONS  AND  O 

It  is  generally  true  that  if  we  know  where 
a  person  stands  in  the  power,  authority,  and 
status  structures  of  an  organization,  we  have 
an  excellent  picture  of  how  that  member  fits 
into  it.  We  will  not  be  able  to  describe  fully 
all  his  working  human  relationships,  but  we 
will  be  able  to  locate  the  points  of  his  con- 


tablish  rational  differences,  between  individ¬ 
uals  performing  the  same  job,  as  a  basis  for 
differentially  rewarding  them  according  to 
ability.  The  senior  person  by  virtue  of  his 
length  of  service,  and  presumed  increased 
proficiency  that  comes  with  long  practice,  is 
supposed  to  be  rewarded  more  than  the  new¬ 
comer  to  the  occupation,  who  is  assumed  to 
have  many  things  to  learn  before  his  profi¬ 
ciency  is  established  at  its  maximum  level. 

The  distinction  between  bottom  and  top 
job  performances,  however,  is  often  either 
very  subtle  or  more  apparent  than  real.  For 
many  kinds  of  jobs  the  learning  period  is  so 
short  that  if  all  the  wages  were  tied  directly 
to  the  learning  curve,  individuals  new  to  the 
occupation  would  be  able  to  move  to  the  top 
rate  within  a  week  or  two.  On  the  other  hand, 
there  are  some  occupations  where  skill  is 
largely  a  matter  of  practice  and  experience. 
In  such  occupations  it  could  well  take  a 
number  of  years  for  individuals  to  learn, 
through  practice,  the  subtle  skills  involved  in 
becoming  a  craftsman  in  the  occupation. 

It  is  precisely  for  these  reasons  that  job 
differentials  are  one  of  the  very  short  range 
incentive  features  of  organizations.  It  is  pre¬ 
sumed  that  the  individual  newly  entered  into 
a  job  classification  will,  through  his  efforts, 
seek  to  earn  the  top  rating.  He  strives  to  learn 
the  job  in  order  that  his  rewards  will  reach 
top  level.27 

The  structure  of  job  differentials  distin¬ 
guishes  the  relative  standing  of  two  people, 
each  of  whom  is  similarly  classified  by  occu¬ 
pation.  Job  differentials  serve  to  provide 
minor  marks  of  status  distinctions  in  the  in¬ 
dustrial  organization.  Unlike  the  technological 
division  of  labor  which  distinguishes  groups 
of  different  occupations,  the  structure  of  job 
differentials  provides  status  rewards  for  occu¬ 
pants  of  the  same  job  classification. 

GANIZATION  STRUCTURE 

tacts  and  interactions  with  others.  However, 
it  requires  detailed  analysis  to  comprehend 
the  ways  in  which  the  structures  of  human  re¬ 
lations  are  woven  together  in  a  particular  or¬ 
ganization.  In  some  respects,  this  constitutes 
one  of  the  major  tasks  of  the  remainder  of  this 
volume.. 
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NOTES  FOR 

1  The  subject  of  organization  structure  is  a  stand¬ 
ard  one  treated  in  all  textbooks  on  organization 
and  management.  See,  as  an  example  of  a  good 
analysis,  E.  H.  Anderson  and  G.  T.  Schwenning, 
The  Science  of  Production  Organization  (New 
York:  John  Wiley  &  Sons,  1938),  Chapter  4,  “Or 
ganization  Structure.”  Chester  I.  Barnard,  Organi¬ 
zation  and  Management  (Cambridge:  Harvard  Uni¬ 
versity  Press,  1948),  in  Chapter  5,  “Concepts  of 
Organization,”  sets  forth  a  view  of  organization  in 
which  the  social  system  of  the  firm  includes  custom¬ 
ers  as  part  of  the  organization.  There  is  obviously 
an  important  systematic  relationship  between  cus¬ 
tomers  and  a  business  firm,  and  in  this  sense  the 
human  relationship  is  organized.  However,  when 
viewed  from  the  standpoint  of  the  internal  state  of 
affairs  of  a  business  organization,  the  firm-customer 
relationship  lies  in  a  different  social  system. 

2The  analysis  of  authority  structure  follows 
some  of  the  leads  suggested  by  Herbert  Simon, 
Administrative  Behavior  (New  York:  The  Macmil¬ 
lan  Company,  1947).  For  example,  on  authority  and 
“the  last  word”  see  pp.  129-130.  See  also  Chester  I. 
Barnard,  The  Functions  of  the  Executive  (Cam¬ 
bridge:  Harvard  University  Press,  1938),  Chapter 
7,  “The  Theory  of  Authority,”  which  contains  a 
thoughtful  and  penetrating  analysis  of  authority. 

3  For  example,  Peter  F.  Drucker,  “The  Em¬ 
ployee  Society,”  American  Journal  of  Sociology  58: 
358-363  (January,  1953)  makes  the  general  point 
that  all  members  of  management  with  the  exception 
of  the  owner-manager,  as  well  as  workers,  are  em¬ 
ployees.  Nevertheless,  management  does  succeed  in 
retaining  effective  control  of  business  decisions 
without  sharing  it  with  the  nominal  owners,  the 
stockholders. 

4  For  an  excellent  study  of  the  functions  of  the 
board  of  directors,  see  J.  C.  Baker,  Directors  and 
Their  Functions:  A  Preliminary  Study  (Boston: 
Harvard  University  Graduate  School  of  Business 
Administration,  1945). 

5  A  series  of  papers  on  centralization  vs.  decen¬ 
tralization  is  contained  in  H.  J.  Kruisinga  (ed.)  The 
Balance  between  Centralization  and  Decentralization 
(Leiden,  Netherlands:  H.  E.  Stenfert  Kroese,  1954). 
A  more  specific  study  dealing  with  decision  making 
and  industrial  relations  is:  Helen  Baker  and  R.  R. 
France,  Centralization  and  Decentralization  in  In¬ 
dustrial  Relations  (Princeton:  Princeton  University 
Press,  1954). 

6  Peter  F.  Drucker  in  Concept  of  the  Corpora¬ 
tion  (New  York:  John  Day,  1946)  has  given  us 
an  excellent  sociological  analysis  of  the  General 
Motors  organization.  He  points  out  that  the  pull 
between  centralization  and  decentralization  is  ulti¬ 
mately  resolved  in  favor  of  what  he  calls  an  indus¬ 
trial  federation,  with  each  federated  unit  (operating 
divisions  of  the  company)  having  centralization  of 
internal  authority. 

7  Cf.  Simon,  Administrative  Behavior,  Chapter  2, 
where  the  problem  of  unity  of  command  is  con¬ 
sidered  in  general  as  a  problem  of  subordinates 
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resolving  conflicting  orders,  and  pp.  140  ff.,  where 
the  problem  of  conflicting  orders  is  dealt  with  spe¬ 
cifically. 

8  A  detailed  study  of  planned  changes  in  au¬ 
thority  structure  and  in  participation  in  decision 
making  clearly  shows  that  the  primary  flow  of 
authority  is  from  the  top  down,  even  when  efforts 
are  made  to  increase  the  amount  of  horizontal  flow 
of  authority.  See  Elliott  Jacques,  The  Changing 
Culture  of  a  Factory  (London:  Tavistock  Publica¬ 
tions,  1951).  Gresham  M.  Sykes,  “The  Structure  of 
Authority,”  Public  Opinion  Quarterly  17:146-150 
(Spring,  1953)  criticizes  a  general  over-emphasis  on 
the  analysis  of  the  downward  flow  of  authority,  and 
suggests  some  modifications  that  would  be  compati¬ 
ble  with  those  discussed  here. 

9  Span  of  authority  is  a  generally  accepted  con¬ 
cept  used  by  organization  analysts.  See  for  example 
W.  H.  Newman,  Administrative  Action:  The  Tech¬ 
niques  of  Organization  and  Management  (Engle¬ 
wood  Cliffs,  N.  J.:  Prentice-Hall,  Inc.,  1951). 

10  This  should  be  distinguished  from  conflicts 
arising  in  the  horizontal  flow  of  authority  between 
staff  and  line  departments.  The  staff-line  conflicts 
center  on  innovation  in  the  organization.  The  hori¬ 
zontal  flow  of  authority  is  concerned  with  main¬ 
taining  balance  among  existing  elements  in  the 
flow  of  work.  See  Melville  Dalton,  “Conflict  Be¬ 
tween  Staff  and  Line  Managerial  Officers,”  Ameri¬ 
can  Sociological  Review  15:342-351  (June,  1950), 
for  the  analysis  of  conflict  over  innovating.  See  E. 
Wight  Bakke,  Bonds  of  Organization:  An  Appraisal 
of  Corporate  Human  Relations  (New  York:  Harper 
&  Brothers,  1950)  who  gives  detailed  charts  and 
tabular  descriptions  of  the  work  flow,  including  the 
horizontal  flow  of  orders,  involved  in  processing  a 
customer  request  for  a  telephone  installation,  through 
the  departments  of  the  telephone  company. 

11  The  classic  sociological  treatment  of  industrial 
division  of  labor  is  Emile  Durkheim’s  On  the  Divi¬ 
sion  of  Labor  in  Society,  translated  from  the  French 
by  George  Simpson  (New  York:  the  Macmillan 
Company,  1933;  first  published  in  Paris  in  1893). 
Observation  of  division  of  labor  and  its  analysis 
traces  back  to  the  Greek  philosophers.  Adam 
Smith,  The  Wealth  of  Nations  (1776),  was  much 
impressed  with  technological  division  of  labor,  and 
used  the  example  of  common  pin  manufacture  to 
suggest  the  reasons  for  specialization  and  division 
of  labor. 

12  Cf.  Durkheim,  On  the  Division  of  Labor  in 
Society,  pp.  371-373. 

13  The  elements  of  tasks  analyzed  here  correspond 
to  major  elements  in  standard  job  analyses.  We  have 
emphasized  the  human  relations  aspects  of  these 
task  elements,  while  the  usual  job  descriptions  focus 
on  the  activity  aspects  of  task  elements.  See  for 
example  John  F.  Mee  (ed.),  Personnel  Handbook 
(New  York:  Ronald  Press,  1951),  for  a  concise 
explanation  of  job  analysis. 

14  U.  S.  Department  of  Labor,  Dictionary  of  Oc¬ 
cupational  Titles,  rev.  ed.  (Washington:  Govern- 
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ment  Printing  Office,  1949). 

15  Frederick  W.  Taylor,  the  “father”  of  scientific 
management,  was  very  much  concerned  with  devel¬ 
oping  the  “one  best  way”  of  performing  specific 
tasks.  In  attempting  to  solve  this  problem,  he  chose 
bodily  movements  as  the  common  feature  of  tasks, 
and  attempted  to  standardize  bodily  activity  on  the 
simplest,  and  least  work  demanding,  movements 
necessary  to  accomplish  a  given  task.  His  successes 
laid  the  foundation  for  a  new  discipline  called  mo¬ 
tion  study,  concerned  with  rationalizing  bodily 
movements  in  work.  See  Taylor’s  The  Principles 
of  Scientific  Management  (New  York:  Harper  & 
Brothers,  1911)  for  the  best  comprehensive  treat¬ 
ment  of  his  position.  Taylor’s  Shop  Management 
(New  York:  Harper  &  Brothers,  1911)  contains 
many  case  examples  of  the  application  of  his  prin¬ 
ciples  of  scientific  management.  Taylor  was  a  lead¬ 
ing  exponent  of  specialization  in  management,  and 
his  influence  has  been  widely  felt  in  the  design  of 
management  organizations. 

16  Whiting  Williams,  Mainsprings  of  Men  (New 
York:  Charles  Scribner’s  Sons,  1925),  pp.  58-63. 
Williams  used  the  colorful  phrase  “social  handles  of 
the  pay  cup”  to  describe  the  sense  of  personal  worth 
that  a  worker  feels. 

17  Barnard,  The  Functions  of  the  Executive,  pp. 
168-169,  describes  what  he  calls  the  “zone  of  indif¬ 
ference”  in  a  subordinate’s  response  to  authority 
acts.  The  zone  of  indifference  is  the  area  in  which 
there  is  unquestioned  acceptance  of  authority.  In 
the  same  sense,  we  are  here  suggesting  that  there 
is  a  zone  of  indifference  for  the  task  performance  of 
fellow  workers,  where  there  is  unquestioned  ac¬ 
ceptance  of  performance. 

18  There  are  a  number  of  studies  dealing  with 
broad  classes  of  organization  specialists  and  the 
problems  of  their  power  in  the  organization.  See 
for  example  Thorstein  Veblen,  The  Engineers  and 
the  Price  System  (New  York:  The  Viking  Press, 
1921),  and  lames  Burnham,  The  Managerial  Revo¬ 
lution  (New  York:  John  Day,  1941).  Part  of  iden¬ 
tifying  the  independence  and  significance  of  a 
specialty  is  to  assert  its  power  in  the  operation  of 
the  organization.  There  is  a  tendency  to  equate 
power  with  functional  essentiality,  and  to  protect 
the  exclusiveness  of  the  functions  performed  by 
controlling  entry  of  new  people  into  the  specialty. 

19  See  Alex  Inkeles  and  Peter  H.  Rossi,  “National 
Comparisons  of  Occupational  Prestige,”  American 
Journal  of  Sociology  61:329-339  (January,  1956), 
where  six  countries  with  widely  different  cultures 
were  contrasted  according  to  the  ranking  of  occu¬ 
pations  within  them.  High  correlations  were  found, 
which  the  authors  attribute  to  the  universal  features 
of  the  industrial  system  and  the  centralized  national 
state.  Variations  in  occupational  standings  occurred 
principally  among  agricultural  and  service  occu¬ 
pations.  See  also  E.  J.  Redmon,  “Class  Stratification 
in  Industry:  Its  Social  Implications,”  Sociology  and 
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The  easiest  behavior  system  to  observe 
is  the  technological  one.  A  highly 
skilled  technician  checking  the  wiring 
at  a  central  telephone  exchange,  re¬ 
peats  many  of  the  same  tests  when 
checking  trouble  reports.  His  tasks 
determine  a  great  deal  of  his  actual 
working  behavior. 
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n  this  chapter  we  will  examine  the  behavior 
systems  within  which  each  member  of  a  work 
organization  carries  out  his  daily  round  of 
tasks. 

We  analyzed  power  relations,  authority  re¬ 
lations,  and  status  relations  in  Chapter  2  as 
fundamental  types  of  human  relations,  and 
discovered  how  these  relationships  are  struc¬ 
tured  in  Chapter  3.  These  basic  types  of  human 

TYPES  OF  BEHA 

We  will  distinguish  four  basic  behavior 
systems  characteristic  of  every  job.  These  are 
the  technological  behavior  system,  the  formal 
behavior  system,  the  non-formal  behavior  sys- 


relationships  do  not,  however,  define  the  spe¬ 
cific  acts  of  working  members  of  an  organiza¬ 
tion  in  their  daily  work  performance. 

When  we  analyze  in  this  chapter  the  specific 
behavior  systems  surrounding  work,  we  will 
find  that  each  exhibits  the  three  fundamental 
types  of  human  relations,  but  in  special  and 
distinctive  ways. 


VIOR  SYSTEMS 

tern,  and  the  informal  behavior  system.  Each 
will  be  examined  separately. 

Behavior  systems  define  the  specific  acts 
by  which  various  aspects  of  work  are  carried 
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out.  Each  system  has  its  unique  features  re¬ 
lating  to  special  aspects  of  work.  Each  system 
supplements  and  complements  the  others. 
Every  member  of  the  work  organization,  in 
performing  his  job,  operates  in  all  four  sys¬ 
tems.  However,  his  behavior  in  each  system 
is  quite  different  and  distinct.  Therefore,  to 
understand  working  behavior,  we  must  under¬ 
stand  these  four  systems  within  which  it  is 
carried  out. 


The  fundamental  types  of  human  relations 
are  the  how  of  behavior  in  organizations.  We 
know  that  human  beings  will  interact  with 
each  other  in  power,  authority,  and  status  re¬ 
lations  to  get  work  done.  The  four  behavior 
systems  of  work  are  the  what  of  behavior  in 
organizations.  The  technological,  formal,  non- 
formal,  and  informal  behavior  systems  tell 
us  what  people  actually  do  when  they  are 
at  work  and  working. 


TECHNOLOGICAL  BEHAVIOR  SYSTEMS 


The  technological  behavior  system  com¬ 
prises  the  job  or  task  activities.  They  are 
always  specific  to  the  job,  and  include  what 
must  be  performed  to  get  the  job  done.  These 
activities  are  usually  performed  in  standard 
ways.  Each  person  filling  the  job  has  to  per¬ 
form  these  actions. 

The  actions  are  technological  in  character 
because  they  are  technical  acts  related  to 
equipment  and  its  use,  or  to  production  proc¬ 
esses  and  operations.  Technical  devices  and 
technical  knowledge  are  used  to  perform  the 
acts  required  by  the  technological  behavior 
system  of  a  job. 

We  can  grasp  the  nature  of  the  technologi¬ 
cal  behavior  system  best  by  taking  a  specific 
example  of  a  job  description.  From  the  United 
States  Employment  Service  we  have  the  fol¬ 
lowing  description  of  a  Strip  Roller,  who 
rolls  out  wire  strip  for  subsequent  processing 
into  springs.  Here  is  the  description  of  the 
work  performed,  as  shown  on  the  job  analysis 
schedule. 

Finish  rolls  cold  strip  steel  in  a  two-high  roll¬ 
ing  mill  to  reduce  it  to  specified  gage  for  process¬ 
ing  into  mechanical  springs. 

1.  Loads  Mill:  Reads  work  ticket  to  ascertain 
type  of  steel  to  be  rolled  and  total  reduction  spe¬ 
cified.  Refers  to  record  book  for  directions  on 
number  of  passes  (consecutive  reductions)  and 
thickness  to  be  achieved  on  each  pass.  Positions 
coil  of  strip  on  take-off  reel  (unwinding  device), 
using  an  electric  hoist;  secures  coil  by  clamping 
self-locks  of  reel  and  removes  binding  wires, 
using  pliers.  Manually  threads  end  of  steel  strip 
through  mill,  inserting  it  between,  over,  or  under 
a  series  of  guide  posts,  pressure  rollers,  and  felt- 
covered  wipers.  Clamps  end  of  strip  in  lock  of 
take-up  reel  (re-winding  device).  Alines  threaded 


strip  so  that  it  lies  in  a  straight  path,  by  observing 
its  direction  and  making  set-screw  or  bolt  ad¬ 
justments  to  guideposts  on  bed  of  machine  and 
take-off  mechanism. 

2.  Sets  up  mill:  Starts  machine  by  clutch  and 
reduces  a  few  feet  of  strip  on  a  trial  pass.  Stops 
mill  and  takes  hand  micrometer  measurements 
to  determine  if  specified  reduction  has  been 
achieved.  If  tolerance  for  pass  is  not  met,  de¬ 
cides  whether  to  raise  or  lower  rollers  to  decrease 
or  increase  pressure  on  strip  and  alters  position 
of  rollers  accordingly  by  turning  handbar  of 
screw-downs  (control  pistons)  a  slight  degree, 
guided  solely  by  sense  of  touch.  Repeats  trial 
runs  and  roller  adjustments  until  tolerance  of 
first  pass  is  achieved.  Similarly  sets  rollers  for 
each  sucessive  reducing  pass. 

3.  Operates  mill  to  reduce  strip:  Observes 
action  of  mill  and  condition  of  metal  to  detect 
defective  operation  or  roller  wear.  Frequently 
stops  machine  and  takes  micrometer  measure¬ 
ments  of  rolled  steel  to  determine  accuracy  of 
reduction.  Makes  required  adjustments  to  rollers 
by  shifting  screw-down  handles  in  order  to 
achieve  steel  reduction,  modifying  degree  of  ad¬ 
justment  to  compensate  for  expansion  of  rollers 
due  to  friction  or  variation  in  quality  of  steel, 
exercising  care  when  adjusting  screw-downs  to 
avoid  unbalanced  pressure  on  rollers  which  would 
result  in  stretching  one  side  of  strip  (edge  sweep) . 
As  necessary  corrects  excessive  thickness  on  one 
side  of  stock  by  increasing  roller  pressure  on 
opposite  side.  Infrequently  varies  degree  of  re¬ 
duction  per  pass  upon  approval  of  Foreman, 
Steel  Mill.  Infrequently  rolls  special  orders  on 
which  written  specifications  are  not  available,  by 
milling  small  sample  strips  until  satisfactory 
standards  are  obtained.  Occasionally  operates 
two  mills  simultaneously,  setting  one  for  a  finer 
degree  of  reduction  than  the  other  and  treating 
the  steel  successively  in  the  two  mills. 

4.  Maintains  equipment  in  good  working  con- 
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dition:  oils  parts  as  required.  Dismantles  rollers 
that  require  resurfacing  by  unbolting  their  sup¬ 
ports  in  preparation  for  removal  by  Maintenance 
Men.  Glues  replacement  felt  pads  to  wipers  and 
makes  other  minor  adjustments  as  required. 
Verbally  requests  repair  work  by  electrical  or 
mechanical  maintenance  departments. 

Note  that  the  Strip  Roller  has  to  do  many 
technical  things  to  get  his  job  done.  He  also 
has  to  do  them  in  a  particular  order.  A  good 
deal  of  his  behavior  when  he  is  operating  the 
rolling  mill  is  predetermined  for  him  by  the 
technological  behavior  system  necessary  to 
operate  the  mill  and  produce  the  wire  for 
springs.  It  is  also  important  to  emphasize  that 
all  of  this  routine  prescribed  work  for  the  Strip 
Roller  takes  place  without  reference  to  other 
people  except  a  foreman  at  one  point. 

We  could  get  even  more  specific  about  the 
details  of  the  technological  behavior  system  by 
making  motion  studies  of  a  Strip  Roller.  Here 
we  would  have  literal  descriptions  of  physical 
movements;  of  hand  movements  like  grasping, 
carrying,  placing,  moving,  and  turning,  and 
also  the  motions  through  which  the  body  goes 
while  at  work  on  the  particular  operations. 
These  motion  studies  could  be  used  for  train¬ 
ing  the  operator  to  run  the  strip  mill. 

It  is  quite  clear  that  the  technological  be¬ 
havior  system  is  technical  in  character.  It  is 
also  clear  that  it  is  a  system  of  actions  whose 
performance  is  necessary  to  get  a  job  done. 
Every  job,  however  simple,  has  a  technological 
behavior  system  associated  with  its  perform¬ 
ance.  It  is  a  minimum  condition  of  being  able 
to  hold  a  job  that  the  person  be  able  to  per¬ 
form  the  technological  behavior  required  by  it. 

The  technological  behavior  system  is  the 
one  most  divorced  from  a  social  setting.  The 
requirements  of  technical  behavior  on  a  job 
are  not  determined  by  interpersonal  relations. 
They  are  not  determined  by  the  human  struc¬ 
ture  of  the  work  organization.  Technical  be¬ 
havior  is  determined  by  the  relationship  of 
the  human  body  as  a  machine,  or  the  person 
as  a  repository  of  knowledge,  to  the  techno¬ 
logical  process  and  production  equipment.1 

Every  work  assignment  has  a  technological 
behavior  system  necessary  for  its  performance. 
In  most  production  jobs  the  technical  behavior 
is  set  forth  in  great  detail.  In  administrative 
and  executive  positions  technical  behavior 


systems  may  be  less  specific  in  detail,  involv¬ 
ing  the  use  of  systematic  knowledge  in  decision 
making.  For  salaried  professions  the  technical 
behavior  system  may  be  highly  specific,  al¬ 
though  very  complex  in  character. 

TECHNOLOGICAL  BEHAVIOR  AND  POWER 
RELATIONS 

Power  relations  involve  the  connections 
between  separate  functions.  The  technical  be¬ 
havior  system  for  each  job  defines,  through  the 
job  activities,  the  boundaries  between  separate 
functions. 

Job  activities  are  the  most  objective  defini¬ 
tion  of  functions.  What  an  individual  does  in 
a  specific  technical  sense  in  getting  his  job 
done  is  the  most  concrete  way  of  describing 
his  functions.  Every  individual  knows,  or 
should  know,  what  he  does  on  his  own  job. 
This  tells  him  his  own  functions  in  the  work 
complex  of  which  his  job  is  a  part. 

When  a  person  has  any  awareness  of  the 
fragmentary  character  of  his  own  job  in  the 
total  work  process,  he  then  knows  that  some¬ 
body  else,  or  many  other  people,  will  have  to 
perform  the  other  operations  to  complete  the 
total  task.  A  man  working  on  an  engine  as¬ 
sembly  line  in  an  automobile  plant,  inserting 
the  piston  assemblies  on  one  side  of  a  V-8 
engine,  can  observe  directly  that  his  task  is 
only  one  of  many  necessary  to  assemble  the 
complete  engine.  The  motor  block,  as  it 
reaches  his  position,  already  has  assembled  in 
it  many  of  its  components.  After  the  block 
leaves  his  position  on  the  line  additional  com¬ 
ponents  are  added  to  complete  the  motor.  If 
the  worker  is  inserting  pistons  on  only  one 
side  of  the  motor  block,  then  a  corresponding 
worker  must  be  inserting  them  on  the  other 
side. 

In  this  example  it  is  clear  that  the  piston 
inserter  knows  his  own  function  and  has  at 
least  an  awareness  that  other  functions  have 
to  be  performed  in  assembling  the  motor  be¬ 
fore  it  is  complete.  Furthermore,  he  knows 
that  at  least  one  other  person  does  exactly  the 
same  operations  as  his  own. 

We  can  generalize  by  saying  that  the  tech¬ 
nical  behavior  system  for  each  job  makes  spe¬ 
cific  for  the  worker  on  the  job  the  functional 
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division  of  labor,  or  the  power  structure,  of 
which  he  is  a  part.  Each  technical  work  station 
in  the  total  job  complex  is  interdependent  with 
others.  A  given  job  can  be  performed  only  if 
preceding  jobs  are  performed  first.  In  turn, 
the  job  is  necessary  for  those  which  follow. 

Job  complexes  are  tied  together  through 
the  power  relations  specifying  the  dependence 
of  individual  tasks  in  the  job  complex.  Each 
individual  knows  his  own  functions  by  know¬ 
ing  the  technical  behavior  required  in  per¬ 
forming  his  job.  He  also  knows  how  his  func¬ 
tions  relate  to  others.  Thus  the  technological 
behavior  system  is  the  fundamental  action  as¬ 
pect  of  power  relations. 

TECHNOLOGICAL  BEHAVIOR  AND  AUTHORITY 
RELATIONS 

When  the  boss  gives  an  order  he  specifies 
the  situation  to  be  covered,  the  actions  neces¬ 
sary  in  the  situation,  and  the  timing  of  the 
required  action,  including  its  starting  and  end¬ 
ing  points.  These  are  the  basic  characteristics 
of  an  order  or  command. 

A  subordinate’s  technological  behavior  sys¬ 
tem  makes  it  possible  for  the  boss  to  fore¬ 
shorten  his  order.  Instead  of  specifying  the 
action  required  in  the  situation,  the  boss  may 
leave  out  this  aspect  of  his  command,  or  only 
partially  specify  it.  The  boss  can  ignore  that 
part  of  his  order  which  directs  his  subordinate 
to  do  specific  things,  because  the  subordinate 
already  knows  what  these  things  are  through 
his  knowledge  of  his  own  technological  be¬ 
havior  system.2 

An  example  will  make  this  point  clear. 
Suppose  the  boss  declares:  “We  will  start 
producing  walkie-talkie  radios  four  weeks 
from  today  and  will  run  100,000  at  the  rate 
of  10,000  per  week.”  This  is  a  command 
specifying  the  production  situation,  to  pro¬ 
duce  walkie-talkie  radios;  setting  forth  the 
starting  time,  four  weeks  from  today;  indi¬ 
cating  the  timing,  10,000  per  week;  and  de¬ 
claring  the  end  point,  100,000  units,  or  ten 
weeks’  run.  The  boss  does  not  have  to  incor¬ 
porate  in  his  specific  order  the  detailed  opera¬ 
tions  required  by  the  production  department 
to  carry  out  the  production  order.  The  boss 
knows  what  each  department  in  the  produc¬ 


tion  process  will  do  to  produce  walkie-talkie 
radios.  The  departments  also  know  what  their 
tasks  will  be  in  the  production.  Accordingly, 
the  boss  can  issue  his  order  in  short,  concise 
terms. 

The  technological  behavior  systems  of  work 
are  therefore  exceedingly  important  in  making 
effective  the  exercise  of  authority.  If  each 
worker  in  every  department,  and  each  spe¬ 
cialist,  knows  his  own  required  technical  be¬ 
haviors,  these  do  not  have  to  be  specified 
when  an  order  is  given.  The  boss’  decision  is 
therefore  made  much  simpler  because  he  can 
exclude  any  detailed  statement  regarding  the 
behaviors  required  in  carrying  out  his  order. 

We  can  state  the  relationship  between  tech¬ 
nical  behavior  systems  and  authority  relations 
more  generally.  The  technological  behavior 
systems  specify  the  individual  activities  and 
tasks  in  a  division  of  labor.  A  command 
initiating  activity  for  a  work  complex  need 
not  specify  the  individual  tasks  and  operations 
involved.  Thus,  technological  behavior  sys¬ 
tems  simplify  direction  and  command  of  work 
operations. 

TECHNOLOGICAL  BEHAVIOR  AND  STATUS 
RELATIONS 

Technological  behavior  provides  important 
kinds  of  status  marks.  At  least  six  fundamen¬ 
tal  features  of  technical  behavior  become 
marks  of  status  distinction.3 

There  is,  first  of  all,  a  status  distinction 
between  doing  handwork  and  doing  brain- 
work.  Typically,  the  latter  is  more  highly  val¬ 
ued.  An  individual  whose  technical  behavior 
is  predominantly  brainwork  is  very  likely  to 
have  higher  status  than  one  whose  technical 
behavior  is  largely  physical  or  handwork.  This 
distinction  is  found  at  all  levels  of  the  work 
organization. 

A  second  technical  feature  of  work  that 
creates  status  distinctions  is  the  difference 
between  skilled  work  and  routine  work.  An 
individual  whose  job  is  skilled  generally  ranks 
higher  than  one  whose  work  is  routine.  The 
distinction  between  what  is  skilled  and  what 
is  routine  is  usually  measured  by  the  amount 
of  repetitiveness  in  the  job  activities.  The 
more  routine  a  job,  the  more  repetitive  it  is 
likely  to  be. 
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A  third  feature  of  technical  job  activities 
that  leads  to  comparative  rating  of  people 
is  the  difference  between  creative  and  routine 
work.  Almost  invariably  creative  work  is  val¬ 
ued  more  highly  than  routine  work.  An  indi¬ 
vidual  who  has  to  design  a  product,  or  develop 
a  production  operation,  is  usually  accorded 
a  higher  status  than  one  who  continuously 
performs  the  same  operation. 

A  fourth  distinction  in  job  operations  is  the 
one  between  individual  responsibility  and  job 
standardization.  A  man  whose  work  requires 
some  exercise  of  judgment  and  the  assump¬ 
tion  of  responsibility  for  his  work  behavior  is 
typically  ranked  higher  in  status  than  one 
whose  job  is  so  completely  standardized  that 
he  has  a  minimum  of  responsibility  in  de¬ 
termining  how  to  fulfill  it. 

A  fifth  aspect  of  status  distinctions  attach¬ 
ing  to  technical  behavior  is  the  higher  status 
generally  accorded  to  complex  jobs  as  over 
against  simple  jobs.  Complex  jobs  requiring 
the  use  of  distinctly  different  technical  activi¬ 
ties,  or  a  series  of  related,  intricate  acts,  gen¬ 
erally  stand  higher  in  value  than  those  which 
are  simple  in  their  details. 

The  difference  between  a  long  learning 
period  and  a  short  one  may  constitute  a  sixth 
feature  of  status  in  the  technical  behavior  sys¬ 
tem.  The  man  who  has  had  a  four-year  ap¬ 


prenticeship  in  learning  to  become  a  journey¬ 
man  is  rated  higher  in  status  than  a  machine 
operator  who  can  learn  to  run  his  machine  in 
a  matter  of  hours,  or  days.  The  engineer  whose 
four  years  of  college  are  a  prerequisite  to  his 
profession  rates  higher  in  status  than  a  fore¬ 
man,  who  may  be  promoted  overnight  from 
the  rank  and  file  of  workers. 

These  six  aspects  of  technical  behavior  are 
sufficient  to  indicate  how  the  characteristics 
of  job  operations  become  one  basis  for  the 
assignment  of  status  at  work. 

It  should  now  be  evident  that  the  techno¬ 
logical  behavior  system  of  each  work  assign¬ 
ment  is  a  specific  and  concrete  set  of  acts 
necessary  in  getting  the  job  done.  It  is  largely 
independent  of  the  interpersonal  aspects  of 
work  and  relates  the  man  to  his  machine  or 
to  the  production  process.  At  the  same  time 
the  technological  behavior  system  exhibits  the 
basic  human  relations  of  work.  It  describes 
the  division  of  labor  and  makes  clear  the 
chains  of  dependence  among  workers.  It 
makes  order-giving  and  order-receiving  a  very 
much  simplified  task  in  the  authority  relations 
of  the  organization.  Finally,  the  specific  char¬ 
acteristics  of  technical  behavior  determine 
status  ranks,  and  thereby  some  of  the  actual 
kinds  of  preference  and  deference  in  work  or¬ 
ganizations. 


FORMAL  BEHAVIOR  SYSTEMS 


The  formal  behavior  system  relates  each 
individual  to  the  total  work  organization.  The 
formal  behavior  system  specifies  the  minimum 
conditions  of  acceptable  membership  in  the 
work  organization,  just  as  the  technological 
behavior  system  specifies  the  minimum  con¬ 
ditions  for  holding  a  given  job  in  the  organiza¬ 
tion. 

Generally  speaking,  the  formal  behavior  sys¬ 
tem  is  a  set  of  broad  rules,  regulations,  and 
procedures  governing  conduct  and  behavior 
while  at  work.  Such  codes  of  behavior  are 
very  often  incorporated  in  employee  hand¬ 
books.  They  may  be  further  amplified  in  com¬ 
pany  rules  and  regulations,  posted  as  shop 
rules,  or  distributed  in  bulletin  form  to  all  the 
members  of  the  organization. 

The  first  general  function  of  the  formal  be¬ 


havior  system  is  to  specify  the  broad  goals  of 
the  organization  and  the  behavior  necessary 
to  achieve  them.  The  organization  goals  in¬ 
clude  its  specific  reasons  for  existence.  Thus 
a  sales  organization  constantly  emphasizes  its 
sales  activities.  A  factory  places  paramount 
emphasis  on  production.  A  service  organiza¬ 
tion  like  a  beauty  shop,  for  example,  con¬ 
stantly  calls  the  attention  of  its  employees  to 
the  need  for  satisfying  customers  by  maximiz¬ 
ing  services  to  them.  An  oil  exploration  com¬ 
pany  orients  all  its  employees  toward  the  task 
of  finding  and  exploiting  oil  resources. 

In  addition  to  specifying  the  general  or¬ 
ganization  goals,  the  formal  behavior  system 
also  indicates  broad  choices  of  behavior  de¬ 
signed  to  achieve  these  goals.  The  maxim,  “the 
customer  is  always  right,”  is  an  important 
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cue  for  behavior  of  sales  people  in  a  selling 
organization.  Most  organizations  have  similar 
slogans  designed  to  specify  the  broad  behavior 
necessary  for  functioning  in  them. 

A  second  general  function  of  formal  be¬ 
havior  systems  is  to  specify  the  rules  of  per¬ 
sonal  conduct.  Members  of  the  organization 
may  be  enjoined  to  display  honesty,  courtesy, 
willingness,  obedience,  and  other  desirable 
attributes  in  their  personal  business  conduct. 
These  codes  of  personal  conduct,  when  ab¬ 
stracted  from  the  organizational  context,  often 
have  the  quality  of  the  simple  moral  rules  of 
the  society. 

The  third  major  function  of  formal  be¬ 
havior  systems  is  to  specify  the  duties  and 
responsibilities  of  the  individual  to  his  em¬ 
ploying  organization.  These  set  forth,  in  af¬ 
firmative  fashion,  the  concrete  actions  neces¬ 
sary  to  fulfill  the  rules  of  personal  conduct, 
and  the  general  behavior  patterns  expected. 
For  example,  the  individual  may  be  enjoined 
to  report  all  absences  from  work;  he  may  have 
the  duty  of  accounting  for  all  monies  handled; 
he  may  be  directed  to  keep  adequate  records 
of  his  work;  or  he  may  be  required  to  accept 
the  authority  of  his  boss.  The  duties  and 
responsibilities  represent  the  formal  require¬ 
ments  placed  on  the  person  by  his  work  or¬ 
ganization. 

The  fourth  major  function  of  the  formal  be¬ 
havior  system  is  to  specify  concrete  values 
expected  of  all  members.  These  values  relate 
specifically  to  behavior.  Every  individual 
member  of  the  organization  may  be  expected 
to  be  loyal,  faithful,  willing,  and  bound  by  a 
sense  of  duty  to  his  employer.  In  some  kinds 
of  organizations  these  values  may  take  on  a 
less  moral  character.  The  individual  may  be 
expected  to  be  a  “sharp”  salesman,  a  shrewd 
bargainer,  or  a  cunning  production  man.  The 
values  characterizing  formal  behavior  sys¬ 
tems  of  an  organization  provide  significant 
cues  for  membership  behavior. 

The  formal  behavior  systems  of  a  work 
organization  provide  a  broad  framework  of 
behavior  standards  for  all  its  members.  Each 
member  learns,  through  the  formal  behavior 
system  applying  to  him,  the  general  goals  of 
the  organization,  and  his  expected  behavior 
designed  to  achieve  these  goals.  He  also  learns 
the  going  values  of  the  organization  with  re¬ 


spect  to  its  goals.  In  addition,  every  member 
becomes  aware  of  the  rules  governing  his  per¬ 
sonal  conduct,  and  his  specific  duties  and  re¬ 
sponsibilities  to  the  whole  organization. 

FORMAL  BEHAVIOR  AND  POWER  RELATIONS 

The  formal  behavior  system  tends  to  be 
neutral  with  respect  to  the  power  structure 
and  power  relations  of  the  organization.  The 
reason  for  this  is  not  hard  to  find.  Formal  be¬ 
havior  systems  tend  to  apply  to  large  classes 
of  individuals  and  even  to  an  entire  company 
membership.  Accordingly,  there  are  few  fea¬ 
tures  of  the  formal  behavior  system  that 
differentiate  between  groups  of  people  accord¬ 
ing  to  their  functions.  If  courtesy  is  expected 
in  personal  conduct,  then  all  members  of  the 
organization  are  expected  to  be  courteous.  If 
the  organization  is  declared  to  be  a  dynamic 
and  growing  one,  then  all  its  members’  be¬ 
havior  is  expected  to  be  oriented  toward  a 
dynamic  action  pattern. 

The  formal  behavior  systems  of  work  organ¬ 
izations  have  little  to  do  with  power  relations. 
As  we  have  already  seen,  the  technological 
behavior  system  for  each  job  is  the  major 
method  by  which  the  organization  specifies 
the  power  structure.  When  the  formal  and 
technological  behavior  systems  are  combined, 
we  have  the  minimum  basis  upon  which  new 
members  of  the  organization  can  operate. 
From  these  two  behavior  systems  they  know 
what  their  job  consists  of  and  what  their  gen¬ 
eral  orientation  toward  the  organization  ought 
to  be.  These  two  things  permit  the  person  to 
take  his  place  immediately  in  the  organization 
and  begin  effective  work  in  it. 


FORMAL  BEHAVIOR  AND  AUTHORITY 
RELATIONS 

The  formal  behavior  system  is  the  central 
one  for  legitimizing  authority  relations  in  the 
organization.  The  authority  structure  may  be 
explicitly  recognized  in  the  formal  behavior 
system  by  specifying  for  each  member  the 
need  for  being  loyal,  obedient,  and  willing  in 
his  participation.  The  class  of  people  called 
bosses,  at  every  level  of  the  organization,  are 
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the  people  to  whom  loyalty,  obedience,  and 
willing  subordination  are  given.  So  long  as 
the  individuals  in  the  organization  recognize 
the  need  for  accepting  authority  relations, 
there  tends  to  be  little  challenge  to  the  exer¬ 
cise  of  authority. 

Most  individuals  entering  a  work  organiza¬ 
tion  have  had  experience  with  authority  rela¬ 
tions  in  other  organizations,  like  schools, 
churches,  and  even  the  home.  It  is  therefore 
not  necessary  for  the  formal  behavior  system 
to  spell  out  in  detail  the  nature  of  the  authority 
structure  at  work.  The  existence  of  an  au¬ 
thority  structure  can  be  taken  for  granted.  It 
can  also  be  readily  assumed  that  all  new 
members  have  previously  experienced  au¬ 
thority  relations,  and  accept  them  as  necessary 
to  direct  the  affairs  of  a  complex  organized 
group. 

The  formal  behavior  system,  therefore,  does 
not  have  to  specify  the  need  for  authority,  or 
convince  new  members  that  they  must  submit 
themselves  to  authority.  The  formal  behavior 
system  simply  restates  the  fact  that  authority 
relations  exist,  and  that  in  working  in  the 
organization  every  individual  is  expected  to 
respect  its  legitimate  authority  holders.4 

FORMAL  BEHAVIOR  AND  STATUS  RELATIONS 

High  status  may  attach  to  the  degree  to 
which  an  individual  adheres  to  the  require¬ 
ments  of  the  formal  behavior  systems.  The 
relationship  between  status  and  compliance  is 
probably  not  a  linear  one.  The  great  bulk  of 
people  comply  in  an  average  way  with  formal 
behavior  systems.  They  probably  occupy  a 
middle  status  position.  For  the  smaller  group 
of  members  who  tend  to  behave  with  slavish 
conformity  there  may  be  a  higher  status  ac¬ 
corded  by  superiors.  Such  people  may  be 


labeled  “good  company  men,”  or  “solid  citi¬ 
zens,”  or  “dependable  characters.”  The  same 
people  viewed  from  the  standpoint  of  their 
peers  or  subordinates  may  be  viewed  as  “apple 
polishers.”  Thus,  over-compliance  may  lead  to 
a  differential  status  assignment  by  superiors  as 
against  peers  or  subordinates. 

At  the  other  end  of  the  scale  those  who  do 
not  comply  with  the  requirements  of  the 
formal  behavior  system  fall  into  two  classes. 
There  is  first  of  all  a  group  of  rebels.  These 
are  the  people  who  make  a  fetish  out  of  evad¬ 
ing  social  requirements  and  social  responsi¬ 
bilities.  The  rebel  has  low  status,  particularly 
in  the  eyes  of  his  superiors.  Even  peers  and 
subordinates  generally  do  not  value  rebellion 
for  its  own  sake.  The  rebel,  therefore,  is  likely 
to  have  low  status  even  in  the  eyes  of  his 
equals  and  those  over  whom  he  exercises 
authority. 

The  second  class  of  non-conformists  are 
those  who  are  driven  by  energy  and  initiative 
to  be  innovators.  Such  people  do  not  conform 
to  the  formal  behavior  system  because,  from 
their  view,  they  can  do  it  better.  The  innova¬ 
ting  non-conformist  is  likely  to  have  a  fairly 
high  status  so  long  as  his  innovations  appear 
constructive.  However,  there  is  limited  time 
period  during  which  the  innovation  has  to 
prove  out.  A  bright  young  man  eventually  has 
to  prove  himself.  His  status  declines  rapidly 
if  his  energies  continually  are  directed  at  inno¬ 
vations  without  any  substantial  record  of  ac¬ 
complishment  behind  him. 

The  degree  of  compliance,  and  direction  of 
compliance,  with  the  formal  behavior  system 
constitutes  one  basis  upon  which  status  is 
assigned.  Status  ascription  is  most  important  at 
the  extremes  of  over-compliance  or  non-com¬ 
pliance.  For  the  bulk  of  people  with  average 
compliance  with  their  formal  behavior  sys¬ 
tems  there  is  no  differential  status. 


NON-FORMAL  BEHAVIOR  SYSTEMS 


Non-formal  behavior  systems  orient  the  in¬ 
dividual  with  respect  to  his  specific  working 
objectives.  The  non-formal  behavior  system 
provides  a  means  for  modifying  the  techni¬ 


cal  behavior  system  within  the  allowable  limits 
of  the  formal  behavior  system. 

Suppose  an  individual  is  assigned  a  lathe  to 
produce  metal  parts  according  to  blueprint 
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instructions.  His  technological  behavior  in 
operating  the  lathe  is  specified  for  him.  His 
formal  behavior  is  described  by  the  expecta¬ 
tion  that  he  will  operate  his  lathe,  will  do  so 
at  a  speed  sufficient  to  produce  the  metal  parts 
in  the  required  time,  will  do  so  with  a  mini¬ 
mum  of  wastage  and  tool  breakage,  and  can 
expect  to  receive  his  allotted  pay  for  getting 
the  work  done.  Suppose  further  that  this  in¬ 
dividual  worker  knows  his  lathe  and  its  oper¬ 
ating  intricacies  very  well.  With  certain 
changes  in  his  technological  behavior  in  oper¬ 
ating  the  machine  he  can  produce  more  metal 
parts  than  expected  by  the  company  output 
standards.  The  worker  then  proceeds  to  pro¬ 
duce  the  parts  his  way,  rather  than  in  the  pre¬ 
scribed  way.  His  behavior  in  deviating  from 
the  formal  and  technical  requirements  of  his 
job  can  be  called  non-formal  behavior. 

Let  us  analyze  the  previous  example  in 
terms  of  its  components.  It  will  be  noted,  first, 
that  the  worker  accepts  the  goal  set  for  his 
work.  He  does  produce  the  metal  parts  as  ex¬ 
pected  by  the  company.  Note  also  that  the 
worker  operates  within  the  general  limits  of 
the  formal  behavior  system.  He  is  doing  his 
work  and  only  his  work  as  the  company  ex¬ 
pects.  It  will  be  seen  also  that  he  does. not 
accomplish  the  work  exactly  as  it  has  been 
specified  for  him  by  the  company.  Finally,  it 
can  be  seen  that  the  outcome  of  his  deviant 
behavior  is  to  produce  a  result,  in  number  of 
pieces  turned  out,  that  is  either  equal  to  or 
greater  than  what  the  company  expected. 

In  general  the  non-formal  behavior  system 
represents  the  actual  way  in  which  a  job  gets 
done.  This  reality  may  deviate  from  the 
planned  scheme  of  things.  It  deviates,  how¬ 
ever,  only  in  its  operating  features  and  not  in 
terms  of  the  goals  toward  which  the  behavior 
is  directed.5 

The  non-formal  behavior  system  permits 
the  individual  to  do  his  work  as  well  or  better 
than  the  company  expects,  but  to  do  it  in  un¬ 
official  ways.  In  this  sense,  we  can  say  that 
the  non-formal  behavior  system  orients  the 
individual  with  respect  to  his  specific  work 
goals.  It  also  permits  the  individual  to  achieve 
these  work  goals  in  ways  that  may  be  either 
unique  to  himself,  or  shared  only  with 
colleagues. 


Field  engineers,  away  from  direct  supervision  of 
the  "home  office"  may  devise  non-formal  ways 
of  getting  their  assignments  done.  The  very  nature 
of  non-formal  behavior  systems,  however,  is  that 
they  are  not  readily  visible,  except  to  the  members 
of  the  work  organization  privileged  to  use  them; 

We  can  see,  then,  that  the  non-formal  be¬ 
havior  systems  of  work  are  the  systematic 
ways  in  which  comers  are  cut  in  getting  work 
done.  The  non-formal  behavior  systems  rep¬ 
resent  the  constant  inventiveness  of  people  at 
work.  They  discover  new  and  better  ways  of 
doing  their  work  or  discover  different  means 
for  achieving  the  same  work  objectives. 

Non-formal  behavior  systems  always  tend 
to  be  invisible  to  strangers  observing  a  work 
group.  For  the  newcomer  to  work,  one  of  his 
most  difficult  learning  tasks  is  to  discover  the 
non-formal  behavior  system  surrounding  his 
particular  job.  This  discovery  usually  takes 
the  form  of  being  told  by  colleagues  that  “if 
you  really  want  to  get  the  the  job  done,  this  is 
the  way  you  do  it.” 

It  is  generally  true  that  most  positions  and 
jobs  have  a  significant  proportion  of  the  tech¬ 
nological  and  formal  behavior  that  is  actually 
a  part  of  the  non-formal  behavior  system.  The 
amount  of  working  behavior  in  the  non-formal 
system  will  vary  according  to  the  job.  The 
more  concrete  the  technological  and  formal 
behavior  surrounding  a  job,  the  less  will  there 
be  need  for  non-formal  behavior  systems  to 
“really  get  the  work  done.”  With  wider  lati- 
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tude  in  the  technological  and  formal  behavior 
system,  a  greater  percentage  of  the  behavior 
will  be  in  the  non-formal  realm. 

NON-FORMAL  BEHAVIOR  AND  POWER 
RELATIONS 

Non-formal  behavior  may  modify  the  dis¬ 
tribution  of  tasks  in  the  work  organization. 
When  this  happens  there  are  changes  in  power 
relations  and  structures.  A  simple  example 
from  the  literature  will  make  the  point  clear. 

In  the  Bank  Wiring  Room  where  the  West¬ 
ern  Electric  sociological  study  was  made, 
Taylor  was  a  man  of  high  status.  His  behavior 
is  described  in  part  as  follows.  When  the  wire- 
men  were  having  difficulties  with  some  defec¬ 
tive  wire,  the  foreman  refused  to  replace  it 
until  it  was  used  up.  Two  workers  left  the 
department  and  came  back  shortly  with  good 
wire  for  themselves.  Taylor  then  left  the  de¬ 
partment  and  returned  with  a  large  coil  of 
good  wire  on  a  hand  truck,  enough  for  the 
entire  work  group.  Here  we  have  an  example 
of  a  man  who  knew  how,  through  “unofficial 
requisitioning”  to  secure  needed  materials 
even  in  the  face  of  failure  of  the  man  officially 
responsible  for  providing  proper  materials. 
Taylor’s  behavior  was  in  the  non-formal  realm 
since  he,  in  all  probability,  did  not  go  through 
proper  channels  in  the  correct  manner  in  his 
“unofficial  requisitioning”  of  good  wire.  Tay¬ 
lor  had,  in  fact,  taken  over  one  of  the  func¬ 
tions  of  the  foreman.  This  act  of  his  succeeded 
in  redistributing  the  power  within  the  work 
group  between  himself  and  the  foreman.6 

Still  another  way  in  which  power  may  be 
redistributed  occurs  when  non-formal  behavior 
modifies  the  relationships  between  tasks.  A 
person'may  be  able  to  cut  corners  in  getting 
his  job  done  by  omitting  or  foreshortening  re¬ 
lated  tasks.  For  example,  the  requisition  pro¬ 
cedures  of  a  work  organization  may  require  a 
series  of  authorizing  signatures  before  the 
requisition  will  be  accepted  by  the  purchasing 
department.  In  the  normal  course  of  business 
the  requisition  might  move  through  the  com¬ 
pany  mail  to  each  person  whose  signature  is 
required,  and  then  to  the  purchasing  depart¬ 
ment  where  a  written  order  would  be  placed 
with  an  outside  vendor.  A  person  requiring 
an  item  in  a  hurry  might  foreshorten  the  pro¬ 


cedure  by  hand  carrying  the  requisition  to 
each  man  whose  signature  is  required.  He 
might  even  secure  alternate  signatures  in  the 
absence  of  a  person  whose  authorizing  ap¬ 
proval  is  necessary.  Having  accumulated  all 
the  necessary  authorizations,  our  man  in  a 
hurry  might  then  take  the  requisition  person¬ 
ally  to  the  purchasing  department,  and  make 
a  plea  for  expediting  his  order.  He  might  suc¬ 
ceed  in  convincing  the  purchasing  agent  to 
issue  a  verbal  purchase  order  to  a  vendor  and 
save  additional  delivery  time. 

This  example  suggests  that  the  non-formal 
behavior  system  is  one  in  which  corners  can 
be  cut  in  getting  work  done  by  changing  the 
normal  relationships  between  tasks.  In  effect, 
the  man  in  a  hurry  to  purchase  an  item  per¬ 
formed  other  functions  than  his  own  (that  of 
the  mail  boy,  for  example),  and  succeeded  in 
getting  others  to  modify  their  tasks  to  accom¬ 
modate  him  (the  purchasing  agent’s  use  of  a 
verbal  rather  than  a  written  order  to  the 
vendor). 

We  may  summarize  by  suggesting  that  the 
non-formal  behavior  system  modifies  power 
relations  and  power  structures  in  two  ways: 
(A)  Functions  may  actually  be  shifted  from 
one  job  to  another  through  unofficial  be¬ 
havior,  and  (B)  Related  tasks  are  modified  in 
order  that  a  given  task  may  be  accomplished 
more  expeditiously. 

NON-FORMAL  BEHAVIOR  AND  AUTHORITY 
RELATIONS 

Non-formal  behavior  may  modify  the  au¬ 
thority  structure  in  two  ways.  In  the  first  in¬ 
stance  the  non-official  behavior  may  have  the 
result  of  “making  the  boss  look  good.”  In  the 
second  instance  the  non-official  behavior  may 
circumvent  an  authority  holder,  lessening  or 
destroying  his  authority.7 

In  the  case  where  the  non-formal  behavior 
is  designed  to  make  the  boss  look  good,  sub¬ 
ordinates  are  concerned  with  doing  their  jobs 
as  they  know  they  must  be  done,  rather  than 
doing  them  as  the  boss  directs.  The  fact  that 
an  authority  holder  has  highly  legitimate  au¬ 
thority  to  exercise  does  not  guarantee  that  he 
will  be  right  in  all  his  orders,  commands,  and 
decisions.  For  subordinates  the  dilemma  then 
arises  as  to  whether  they  will  follow  orders 
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literally,  doing  what  they  know  is  “wrong”  in 
performing  their  tasks,  or  whether  they  will 
make  personal  modifications  in  the  boss’ 
orders  so  as  to  do  their  jobs  “right.” 

There  is  typically  an  illusion  of  infallibility 
about  a  boss.  This  illusion  is  heightened  by 
the  fact  that  he  may  appear  to  be  right  even 
when  his  decisions  are  wrong.  The  boss  turns 
out  to  appear  right  because  his  subordinates 
make  his  decisions  effective  by  doing  what 
their  knowledge  and  experience  tell  them  must 
be  done,  instead  of  what  the  boss  commands. 
The  non-formal  behavior  system  is  the  realm 
in  which  subordinates  can  operate  to  do  the 
right  things  in  getting  their  jobs  done  even  if 
the  boss  has  ordered  otherwise. 

The  second  case  where  authority  structure 
is  modified  by  non-formal  behavior  occurs 
where  an  authority  holder  is  a  figurehead.  In 
such  instances,  the  form  of  subordination  may 
be  followed,  but  the  actual  practice  will  be  to 
fol’ow  the  directions  of  the  real  authority 
rather  than  the  figurehead  boss.  The  non- 
formal  behavior  systems  may  be  the  area 
where  the  real  structure  of  authority  relations 
operates.  The  real  structures  and  relations 
may  differ  from  the  blueprinted,  or  organiza¬ 
tion  chart,  assignment  of  authority  positions. 


NON-FORMAL  BEHAVIOR  AND  STATUS 
RELATIONS 


Status  ascriptions  relating  to  behavior  in 
the  non-formal  realm  are  largely  made  by 
peers  and  co-workers.  The  very  nature  of  the 
non-formal  behavior  systems  makes  them  rel¬ 
atively  private  areas  of  behavior.  Those  per¬ 
sons  who  have  knowledge  about,  and  facility 
in  handling,  non-formal  behavior  patterns  are 
likely  to  be  known  primarily  to  their  peers 
and  colleagues.  These  experts  in  non-formal 
behavior  will  be  accorded  high  status  by  their 
co-workers.  Such  experts  in  non-formal  be¬ 
havior  may  have  their  status  further  enhanced 
because  they  become  the  instructors  for  the 
newcomers  to  the  organization.  They  become 
the  fountainhead  of  knowledge  about  how  one 
“really  gets  work  done  around  here,”  and  ex¬ 
ercises  considerable  discretion  as  to  whether 
and  when  the  neophyte  will  be  instructed  in 
the  mysteries  and  art  of  doing  his  job.  Status 
ascriptions  of  high  standing  are  therefore  made 
to  those  who  have  considerable  knowledge 
about  their  non-formal  behavior  systems,  and 
who  can  pass  on  this  knowledge  to  newer 
generations  of  workers. 


INFORMAL  BEHAVIOR  SYSTEMS 


Informal  behavior  systems  cover  the  area 
of  direct  interpersonal  relations  of  a  volun¬ 
tary  character.  Informal  relations  occur,  there¬ 
fore,  in  addition  to  the  relationships  required 
of  people  to  get  their  work  done.  We  can  look 
at  informal  relations  as  filling  up  the  time  dur¬ 
ing  which  people  at  work  have  some  freedom 
to  interact  with  each  other  above  and  beyond 
the  requirements  of  their  work  assignments. 

Informal  interaction  with  others  at  work  is 
not  necessary  in  order  to  get  work  done.  On 
the  other  hand,  few  kinds  of  working  assign¬ 
ments  so  completely  demand  the  full  attention 
of  their  occupants  that  they  do  not  have  time 
for  informal  interaction  with  colleagues.  In¬ 
formal  relations  with  other  people  at  work 
are  a  natural  consequence  of  being  brought 
together  while  working,  and  having  free  time 
to  interact. 


Informal  relations  are  grounded  in  conven¬ 
tions  governing  the  ways  people  behave 
toward  each  other  in  situations  of  free  choice. 
So  long  as  these  conventions  are  shared  with 
other  people,  we  can  look  upon  the  behaviors 
resulting  from  them  as  systems.  We  give  to 
them  the  name  informal  behavior  systems. 

Informal  behavior  systems  serve  as  means 
for  ordering  the  free  interpersonal  relations  of 
people  on  jobs.  They  are  the  connective  links 
between  persons  based  on  individual  person¬ 
ality  characteristics,  and  permit  social  rela¬ 
tions  that  recognize  the  unique  qualities  of 
each  person.8 

It  is  desirable  to  distinguish  at  this  point  be¬ 
tween  non-formal  and  informal  behavior  sys¬ 
tems.  We  can  illustrate  the  difference  in  the 
“grapevine”  as  a  channel  of  communication. 
We  are  likely  to  think  of  the  grapevine  as 
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operating  at  the  informal  level  to  transmit 
gossip  and  non-official  information  from  one 
person  to  another.  Further  reflection  about 
the  grapevine  suggests  that  it  is  part  of  non- 
formal  behavior  systems,  and  not  informal  be¬ 
havior  systems.  The  grapevine  supplements 
the  information  channels  of  the  formal  organ¬ 
ization.  The  information  passed  along  the 
grapevine  is  highly  relevant  to  work.  It  serves 
to  amplify  official  communication,  or  substi¬ 
tute  for  it.  Thus,  what  appears  to  be  an 
informal  aspect  of  work  turns  out  to  be  a  non- 
formal  feature  of  getting  work  done.  It  is  true 
that  the  grapevine  requires  face-to-face  inter¬ 
action  in  passing  gossip  along.  The  gossip, 
however,  is  usually  directly  related  to  the 
work  situation  and  may  be  highly  important  in 
doing  an  effective  job.  Put  another  way,  com¬ 
munication  along  the  grapevine  is  not  ran¬ 
dom.  The  subjects  about  which  people  talk 
and  gossip  are  relevant  to  work,  and  their 
work  organizations.9 


and  events  that  lie  outside  the  scope  of  work 
itself.  The  sexual  exploits  of  single  male  work¬ 
ers,  real  or  imagined,  may  be  the  subject  of 
endless  informal  discourse  at  work;  the  state 
of  professional  athletics;  the  probable  winners 
in  today’s  horse  races;  politics;  love;  distress; 
personal  tragedies  or  disasters;  discontents 
and  hatreds;  rest-period  poker,  cribbage,  or 
crap  games;  and  a  host  of  other  commonplace 
subjects  are  the  content  of  talk  in  the  informal 
relations  of  people  at  work. 

In  Chapters  6  and  16,  detailed  analysis  is 
presented  of  group  life  of  work  organizations, 
and  its  impact  on  work.  In  those  chapters  con¬ 
sideration  is  given  to  informal  groups  as  as¬ 
pects  of  the  working  environment.  In  this 
chapter,  we  will  therefore  consider  only  gen¬ 
eral  aspects  of  informal  behavior  systems. 
What  we  have  said  here  about  the  connections 
between  informal  behavior  and  power  rela¬ 
tions  deals  with  the  relations  inside  a  group 
that  are  informal  in  character.  We  will  note 


The  two  girls  are  engaged  in  animated 
conversation  as  they  assemble  a 
mimeographed  report  with  their  male 
associate.  Such  informal  behavior  is 
above  and  beyond  the  interaction  re¬ 
quired  to  get  work  done.  When  con¬ 
tinued  over  a  long  period  of  time,  such 
informal  relations  become  systematic 
for  their  participants. 


INFORMAL  BEHAVIOR  AND  POWER  RELATIONS 

Informal  behavior  takes  place  outside  re¬ 
quired  job  activities.  Accordingly,  there  can 
be  at  best  only  an  indirect  relationship  be¬ 
tween  informal  social  relations  and  power 
structures.  Generally,  informal  behavior  is  in¬ 
dependent  of  the  functional  division  of  labor 
and  distributions  of  tasks. 

What  people  do  in  their  informal  relations 
is  largely  concerned  with  personal  experiences, 


later  on  in  Chapters  6  and  16  that  an  informal 
group,  like  a  clique,  is  important  in  organizing 
people  for  the  pursuit  of  power  in  a  work 
organization. 

INFORMAL  BEHAVIOR  AND  AUTHORITY 
RELATIONS 

When  boss  and  subordinate  are  in  each 
other’s  presence  a  minimum  of  informal  rela¬ 
tions  occur.  This  is  true  because  each  feels 
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constrained  to  maintain  his  own  position  in 
the  authority  structure.  Neither  the  boss  nor 
his  subordinate  feels  perfectly  free  to  “be  him¬ 
self”  when  the  two  are  together. 

Informal  relations  require  a  person  to  be 
able  to  behave  as  he  “really  is,”  rather  than 
as  he  thinks  he  ought  to  behave  in  doing  his 
work.  When  an  authority  holder  fraternizes 
too  freely  with  his  subordinates,  it  may  result 
in  too  much  knowledge  about  his  personal 
idiosyncracies  and  personality  characteristics, 
some  of  which  may  diverge  from  the  image  of 
him  as  an  authority  holder.  Subordinates  may 
have  too  much  opportunity  to  perceive  the  all- 
too-human  qualities  of  the  authority  holders 
and,  perhaps,  have  some  of  their  faith  in  the 
competence  and  adequacy  of  the  boss  shaken. 
This  is  one  of  the  most  important  reasons 
why  an  authority  holder  typically  has  a  con¬ 
fidant  who  is  not  part  of  his  work  organiza¬ 
tion.  The  confidant  is  the  person  to  whom  real 
confidences  can  be  expressed  and  with  whom 
completely  relaxed  discourse  can  take  place. 
So  long  as  the  confidant  is  not  part  of  the 
authority  structure  in  which  the  person  works, 
these  confidences  will  have  no  “feedback”  to 
the  work  organization. 

Viewing  informal  relations  with  a  superior 
from  the  subordinate’s  standpoint  we  find 
other  kinds  of  constraints  operating.  It  is  quite 
difficult  to  “be  yourself”  in  the  company  of 
the  boss  because  he  may  use  this  information 
in  deciding  on  promotions,  salary  increases, 
or  other  rewards.  It  may,  of  course,  be  advan¬ 
tageous  for  the  boss  to  know  an  individual  as 
completely  as  possible,  in  order  that  the  boss’ 
impressions  will  be  most  favorable.  On  the 
other  hand,  there  is  always  the  chance  that 
the  boss  will  discover  personal  qualities  that 
he  thinks  undesirable,  and  react  unfavorably. 

It  is  characteristic  of  informal  relations  that 
those  interacting  accept  each  other  for  what 
they  really  are,  rather  than  what  they  would 
like  to  be.  So  long  as  either  the  boss  or  the 
subordinate  has  any  concern  that  his  informal 
behavior  will  present  a  picture  to  the  other 
that  might  have  unfavorable  consequences  in 
their  official  relations,  there  is  an  important 
constraint  on  his  entering  into  informal  re¬ 
lations. 

There  may  be  a  number  of  situations  in 
which  people  with  different  authority  can 


interact  on  informal  grounds.  These  are,  how¬ 
ever,  structured  situations  in  which  a  common 
focus  of  attention  occupies  them.  They  may, 
for  example,  be  members  of  the  same  bowling 
team,  or  play  golf  together  in  the  company 
golf  tournament.  They  may  picnic  together  at 
the  firm’s  annual  picnic,  be  lodge  brothers,  or 
members  of  the  same  post  of  a  veteran’s  organ¬ 
ization,  or  the  same  congregation  of  a  church. 
It  should  be  noted  that  the  interaction  that 
takes  place  in  such  contexts  is  always  cen¬ 
tered  around  the  common  interest  that  brings 
them  together  in  the  first  place.  With  their 
attention  centered  on  this  common  interest, 
there  may  be  no  conflict  betweeen  their  in¬ 
formal  behavior  and  their  authority  relations 
at  work.  Indeed,  it  may  even  be  possible  for 
the  authority  relations  to  be  reversed  in  the 
non-work  associations.  A  man  might  be  an 
officer  in  his  lodge  while  his  boss  is  only  an 
ordinary  member.  They  interact  in  the  lodge 
context  quite  differently  from  the  way  they 
behave  toward  each  other  at  work.  These  two 
realms  of  behavior  are  kept  separate  from 
each  other. 

We  may  conclude  that  the  informal  rela¬ 
tions  do  not  provide  a  channel  for  modifying 
the  authority  structures  of  work  organizations. 
Informal  relations  are  not  readily  substituted 
for  authority  relations. 

INFORMAL  BEHAVIOR  AND  STATUS  RELATIONS 

Through  informal  relations  two  or  more 
people  get  to  know  each  other  on  a  highly  per¬ 
sonal  basis.  They  come  to  know  each  other  at 
work  as  persons  and  not  merely  as  job  holders 
or  functionaries.  This  knowledge  of  personal 
characteristics  becomes  highly  relevant  to  the 
ascription  of  status  based  on  these  personal 
characteristics. 

It  is  through  informal  relations  that  status 
is  assigned  to  people  on  the  grounds  of  their 
personal  and  more  or  less  private  character¬ 
istics.  Thus,  a  person  may  be  rated  as  thought¬ 
ful,  tense,  generous,  frivolous,  sympathetic, 
or  withdrawn,  as  a  result  of  informal  inter¬ 
action  with  him.  It  is  only  through  informal 
interaction  that  these  characteristics  of  the 
person  become  evident.  Indeed,  it  is  often 
true  that  a  considerable  difference  emerges  be- 
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tween  the  official  image  of  a  person,  and  the 
image  we  secure  through  informal  relations 
with  him.  This  may  often  lead  to  surprise  that 
the  person  turns  out  to  be  different  from  the 
image  of  him  secured  from  his  official  be¬ 
havior  in  carrying  out  his  work  assignment. 
The  tough  boss  who  turns  out  to  have  a  heart 
of  gold  is  but  one  of  countless  illustrations.  In 
his  official  relations  this  boss  appears  tough 
and  hard-hearted.  When  his  fellow  managers 
get  to  know  him  as  a  personality  they  may  dis¬ 
cover  that  he  is  relaxed  and  kindly  in  his  rela¬ 
tions  with  them,  in  sharp  contrast  to  his  tough 
and  aloof  behavior  when  he  is  acting  as  boss 
toward  his  subordinates. 

There  may  be  variations  in  the  ascription 
of  status  that  are  the  consequence  of  informal 
relations.  These  variations  are  the  result  of 
different  kinds  and  degrees  of  informal  con¬ 
tact.  Informal  relations  are  restricted  to  face- 
to-face  circumstances.  The  number  of  people 
who  can  enter  into  informal  interaction  is 
limited.  Furthermore,  the  interaction  may  be 
more  intensive  with  some  people  than  with 
others.  A  “buddy”  is  the  object  of  intense  and 
continuous  interaction,  while  a  friend  may  be 
met  less  frequently  and  more  casually.  This 
variation  in  kind  and  intensity  of  interaction 
leads  to  different  amounts  of  knowledge  about 
each  other.  Consequently  a  person  may  be 
assigned  different  status  rankings  by  those 
who  are  his  informal  associates,  but  who  have 
different  degrees  of  intimacy  with  him.  The 
old  folk  saying  that  “familiarity  breeds  con¬ 
tempt,”  and  its  parallel,  “familiarity  develops 
respect,”  summarizes  the  graduations  in  status 

BEHAVIOR  SYSTEM 

We  can  now  view  the  person  as  entering 
into  his  work  assignment  through  his  actions 
in  four  different  behavior  systems.  These  be¬ 
havior  systems  cover  his  major  relevant  work¬ 
ing-time  activities. 

Each  behavior  system  has  its  special  realm 
covering  a  distinctive  area  of  necessary  work¬ 
ing  behavior.  It  should  not  be  concluded,  how¬ 
ever,  that  these  four  areas  of  behavior  are 
independent  in  the  sense  that  a  person  can  do 
his  work  by  only  learning  one,  two,  or  three 
of  the  behavior  systems  surrounding  it.  It  is 


standings  that  come  from  different  kinds  and 
amounts  of  informal  relationships. 

Status  ascriptions  resulting  from  informal 
relations  establish  privileges  and  develop  obli¬ 
gations.  Privileges  are  the  free  choices  per¬ 
mitted  individuals  in  their  behavior  toward 
others,  at  the  informal  level.  The  higher  a  per¬ 
son’s  status,  the  greater  the  number  of  privi¬ 
leges  he  may  be  accorded  by  his  informal 
associates.  A  respected  person  may  be  per¬ 
mitted  the  privilege  of  crotchety  views  about 
the  world,  and  acid  evaluations  of  his  informal 
colleagues.  He  is  accorded  the  privilege  of 
expressing  himself  in  such  terms  without 
offending  his  informal  associates.  A  low  status 
person  attempting  to  exercise  the  same  privi¬ 
leges  of  criticism  might  be  rapidly  cut  off  by 
his  colleagues. 

A  sense  of  obligation  arising  from  informal 
relations  is  the  feeling  of  commitment  and 
loyalty  to  associates.  Obligations  are  recipro¬ 
cal  in  character.  A  high  status  person,  like  the 
one  just  described,  may  feel  a  strong  obliga¬ 
tion  to  defend  his  informal  associates  against 
the  external  world,  at  the  same  time  he  is 
running  them  down  to  their  face.  This  is  recip¬ 
rocated  by  his  informal  colleagues  in  their 
feeling  of  obligation  to  accept  and  even  re¬ 
spect  his  views.10 

We  may  conclude  that  informal  behavior 
has  its  primary  significance  for  work  in  affect¬ 
ing  the  status  relations  among  peers  or  col¬ 
leagues.  This  effect  is  limited  to  ascription  of 
status  based  upon  personal  characteristics 
that  can  only  be  known  through  informal 
relations. 

AND  THE  PERSON 

necessary  for  the  individual  worker  to  oper¬ 
ate  in  all  four  of  the  behavior  systems  while 
working. 

There  is  an  obvious  order  in  which  the  be¬ 
havior  systems  of  a  work  assignment  are 
learned.  Usually  the  technical  behavior  sys¬ 
tem  is  learned  first.  It  is  the  principal  subject 
matter  of  all  job  training,  and  obviously  of 
central  importance  in  learning  job  tasks.  The 
formal  behavior  system  is  learned  along  with 
the  technical,  or  right  after  it.  Formal  behavior 
is  learned  through  orientation  training.  The 
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CHART  4.1 

BEHAVIOR  SYSTEMS  RELATE  WORKERS  TO  THEIR  WORK  ENVIRONMENT 
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newcomer  is  given  knowledge  about  the 
rules,  regulations,  goals,  and  purposes  of  his 
work  organization.  After  learning  these  two 
behavior  systems  of  his  work,  the  new  em¬ 
ployee  is  largely  on  his  own  in  finding  out 
about  the  non-formal  behavior  appropriate  to 
getting  his  work  done,  and  in  developing  in¬ 
formal  relations  with  his  working  colleagues. 
The  adjusted  worker  is  one  capable  of  oper¬ 
ating  in  all  four  behavior  systems  surrounding 
his  work  assignment. 

In  Chart  4.1  we  summarize  the  ways  in 
which  the  behavior  systems  relate  the  person 
to  his  working  environment. 

Task  activities  are  developed  through  the 
technological  behavior  system.  The  relations 
of  a  person  to  his  job  or  organization  goals 
and  their  effective  achievement  are  devel¬ 
oped  through  the  non-formal  behavior  sys¬ 


tem.  This  behavior  system  is  important  also 
in  developing  personal  skill  in  unofficial  but 
effective  ways  of  performing  his  technical 
tasks. 

The  formal  behavior  system  relates  the 
person  to  the  organization  in  which  he  oper¬ 
ates.  He  learns  here  the  broad  rules  of  stand¬ 
ard  behavior  as  well  as  the  general  objectives 
of  his  participation  as  a  worker.  In  the  in¬ 
formal  behavior  system  we  have  the  means  by 
which  the  person  relates  himself  to  other 
persons  in  his  working  environment. 

This  chart  summarizes  the  view  of  a  person 
at  work  from  the  standpoint  of  the  actions 
and  activities  that  he  has  to  learn  in  getting 
his  work  done. 

Chapters  2  and  3  set  forth  an  analytical 
scheme  for  understanding  the  fundamental 
human  relations  of  working  behavior.  All 
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interactions  between  positions  can  be  viewed 
as  power  relationships,  authority  relationships, 
or  status  relationships.  This  is  the  general 
view  of  all  working  behavior  regardless  of  the 
systems  in  which  the  behavior  is  found. 

When  we  turn  our  attention  from  the  gen¬ 
eral  types  of  human  interaction,  and  ask  how 
the  person  develops  his  own  behavior  at  work, 
we  find  that  there  are  four  behavior  systems 
within  which  his  activities  occur.  These  sys¬ 
tems  are  the  technological  behavior  system, 
the  formal  behavior  system,  the  non-formal 
behavior  system,  and  the  informal  behavior 
system.  These  two  views  of  working  behavior 

NOTES  FOR 

1  It  is  precisely  because  of  the  non-human  aspect 
of  the  technological  behavior  system  that  modern 
analysts  of  human  relations  have  largely  ignored 
this  work  behavior  system.  Part  of  this  neglect  is 
also  associated  with  a  rejection  of  earlier  industrial 
studies  that  focused  upon  the  technological  behavior 
systems  in  trying  to  understand  such  phenomena  as 
fatigue  and  inattention.  There  has  also  been  a  rejec¬ 
tion  of  the  mechanistic  assumptions  involved  in 
exclusive  emphasis  upon  the  technological  behavior 
systems  of  work  as  being  determinate  of  working 
behavior.  The  point  at  which  modern  analysts 
turned  away  from  considering  technological  be¬ 
havior  systems  as  even  relevant  was  the  publication 
of  the  research  of  the  Mayo  school:  Elton  Mayo, 
The  Human  Problems  of  an  Industrial  Civilization 
(New  York:  The  Macmillan  Company,  1933);  but 
especially  F.  J.  Roethlisberger  and  W.  J.  Dickson, 
Management  and  the  Worker  (Cambridge:  Harvard 
University  Press,  1939).  Management  and  the 
Worker  was  an  open  admission  that  working  con¬ 
ditions,  if  varied,  did  not  produce  expected  changes 
in  working  behavior.  This  led  to  a  very  fruitful 
emphasis  on  the  social  aspects  of  work.  Unfortu¬ 
nately,  it  has  also  led  to  an  implicit  rejection  of 
the  technology  of  work,  as  being  insignificant  for 
working  behavior.  We  are  concerned  with  restoring 
a  meaningful  balance  in  which  the  technological 
behavior  system  takes  a  coordinate  position  with 
the  other  work  behavior  systems  in  the  analysis  of 
people  at  work. 

2  The  analysis  of  authority  acts  has  emphasized 
many  of  their  aspects  but  no  treatment  has  placed 
such  stress  on  the  way  in  which  technological  be¬ 
havior  systems  make  commanding  more  efficient. 
Cf.  Herbert  A.  Simon,  Administrative  Behavior 
(New  York:  The  Macmillan  Company,  1947),  es¬ 
pecially  Chapters  7  and  8. 

3  The  status  distinctions  of  technical  behavior 
are  implicit  in  all  job  evaluation  schemes.  We  make 
them  explicit  here  simply  to  show  how  status  rela¬ 
tions  result  from  technical  behavior.  Carroll  L. 


give  us  an  analytical  scheme  by  which  we  can 
understand  the  processes  of  human  interaction 
and  cooperation  at  work. 

In  Chapter  5  a  way  is  developed  for  locat¬ 
ing  each  person  in  relation  to  all  others  in  the 
work  organization.  At  the  end  of  that  chapter 
we  will  show  that  the  fundamental  human 
relations  and  the  behavior  systems  are  the 
component  parts  of  an  analytical  scheme  for 
understanding  what  happens  to  the  person 
when  he  moves  from  his  general  social  en¬ 
vironment  into  the  special  environment  of 
his  work  organization. 


CHAPTER  4 

Shartle,  Occupational  Information .  (Englewood 
Cliffs,  N.J.:  Prentice-Hall,  Inc.,  1952),  is  the  best 
single  volume  dealing  with  job  description  and 
evaluation.  See  also  loseph  Tiffin,  “The  loint  Com¬ 
mittee  on  Job  Evaluation,”  in  Arthur  Kornhauser 
(ed.),  Psychology  of  Labor  Management  Relations 
(Champaign:  Industrial  Relations  Research  Asso¬ 
ciation,  1949),  which  summarizes  some  of  the  more 
technical  points  of  current  controversy  in  the  job 
evaluation  field. 

4  This  is  a  simplified  way  of  stating  that  loyalty 
in  the  work  organization  is  given  to  the  impersonal 
order,  the  formal  behavior  system,  rather  than  the 
person  of  authority,  or  his  traditional  office.  See 
Robert  Dubin,  Human  Relations  in  Administration 
(Englewood  Cliffs,  N.J.:  Prentice-Hall,  Inc.,  1951), 
pp.  195-198. 

5  It  is  interesting  that  very  much  analytical  at¬ 
tention  has  been  focused  upon  the  ways  in  which 
actual  working  behavior  thwarts  organization  goals. 
Since  the  pioneering  work  of  S.  B.  Mathewson, 
Restrictions  of  Output  among  Unorganized  Workers 
(New  York:  Viking  Press,  1931),  it  has  been  fash¬ 
ionable  to  call  attention  to  worker  behavior  that  de¬ 
liberately  goes  against  management  expectations. 
What  has  been  almost  completely  overlooked  is  the 
fact  that  unofficial  ways  exist  to  accomplish  the 
objectives  of  the  organization,  and  that  these  too 
are  practiced  by  the  rank  and  file  of  a  work  organi¬ 
zation.  The  most  immediate  example  of  the  con¬ 
structive  contribution  of  non-official  behavior  sys¬ 
tems  is  contained  in  Melville  Dalton,  “Unofficial 
Union-Management  Relations,”  American  Sociologi¬ 
cal  Review,  15:611-619  (October,  1950),  in  which 
it  is  demonstrated  that  in  unofficial  ways  the  union 
contract  is  made  to  work. 

6  As  reported  and  discussed  in  G.  C.  Homans, 
The  Human  Group  (New  York:  Harcourt,  Brace 
and  Company,  1950),  p.  78. 

7  This  is  elaborated  in  Dubin,  “Organization 
Fictions,”  Human  Relations  in  Administration,  pp. 
341-345. 
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NOTES  FOR  CHAPTER  4  (CONT.) 


8  The  classic  analyses  of  informal  relations  are: 
Georg  Simmel,  The  Sociology  of  George  Simmel, 
translated  and  edited  by  K.  H.  Wolff  (Glencoe:  The 
Free  Press,  1950),  and  C.  H.  Cooley,  Social  Organi¬ 
zation  (New  York:  Charles  Scribner’s  Sons,  1909). 
The  students  of  human  relations  in  industry  have 
placed  major  emphasis  on  informal  relations  in  work 
organizations.  An  excellent  summary  of  almost 
fifteen  years’  work  by  W.  F.  Whyte  and  his  students 
is  contained  in  his  Money  and  Motivation,  (New 
York:  Harper  &  Brothers,  1955).  This  volume  is 
rich  in  illustrative  material  showing  informal  rela¬ 


tions  at  work,  and  their  consequences  for  the  work 
organization. 

9  Cf.  Herbert  A.  Simon,  Administrative  Behavior, 
pp.  160-162,  where  he  discusses  the  grapevine  as  an 
aspect  of  informal  communication. 

10  One  of  the  classic  studies  of  informal  relations 
in  the  setting  of  a  boy’s  gang  is  W.  F.  Whyte,  Street 
Corner  Society  (Chicago:  University  of  Chicago 
Press,  1937).  Whyte  places  great  stress  on  the 
reciprocity  of  relations.  This  same  emphasis  is  given 
a  more  formal  presentation  in  Homans,  The  Human 
Group. 


Job  holders  meet  with  a  top  office  holder.  Henry  Ford  II,  President  of  the  Ford 
Motor  Company,  chats  with  some  foundrymen  outside  the  company's  Dearborn 
iron  foundry. 
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In  this  chapter  we  will  examine  the  complex 
relationships  between  the  working  person  and 
his  organizational  setting.  We  are  concerned 
with  what  happens  to  the  person  when  he 
brings  his  experiences  from  the  larger  society 
into  his  place  of  work.  How  is  his  self-concep¬ 
tion  as  a  worker  formed?  What  features  of 
his  work  assignment  and  his  work  organiza¬ 
tion  mold  him  into  a  productive  worker 
capable  of  adequate  performance? 

In  the  three  previous  chapters  we  have 
examined  the  basic  human  relations  of  work, 


CES 


the  structuring  of  these  human  relationships 
into  enduring  patterns,  and  the  behavior  sys¬ 
tems  through  which  working  activity  is  ex¬ 
pressed.  In  this  chapter  we  want  to  discover 
the  focal  points  of  the  work  organization  at 
which  the  molding  processes  take  place  in 
making  good  workers  out  of  new  employees. 
In  the  process  of  our  analysis  we  will  illustrate 
the  discussion  with  pictures  of  top  executives, 
middle  management,  first  line  supervision, 
staff  personnel,  and  production  workers. 

From  this  chapter  you  will  gain  a  view  of 
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how  people  come  to  be  functionaries  of  work  picture  of  some  of  the  broad  classes  of  per- 
organizations.  You  will  also  have  an  initial  sonnel  making  up  work  organizations. 


DIVISION  OF  LABOR 


We  need  something  like  a  system  similar  to 
the  horizontal  and  vertical  lines  on  a  mercator 
map  in  order  to  place  people  in  a  work  or¬ 
ganization.  The  map,  with  its  reference  lines 
at  right  angles  to  each  other,  is  indispensable 
in  finding  a  particular  place.  Similarly,  organ¬ 
izational  coordinates  are  necessary  in  locating 
each  individual  within  the  work  organization. 
These  guide  lines  are  the  starting  point  for 
locating  people  at  work. 

The  fundamental  locating  coordinates  of 
work  are  operation  and  activity.  By  operation 
we  mean  the  general  steps  through  which  a 
person  goes  in  doing  his  daily  work.  By  ac¬ 
tivity  we  mean  the  functional  role  his  work 
plays  in  the  operating  scheme. 

OPERATING  DEPARTMENTS  AND  DIVISIONS 

When  we  consider  work  in  terms  of  the 
actual  operations  involved  in  its  performance, 
we  secure  a  horizontal  dimension  of  the  or¬ 
ganization.  We  can  view  the  organization  as 
being  subdivided  into  specialized  areas  of 
operation.  Typical  broad  operating  areas  of 
commercial  and  industrial  firms  are:  produc¬ 
ing,  selling,  purchasing  materials  and  supplies, 
accounting  for  income  and  expenses,  main¬ 
taining  plant  and  equipment,  financing,  and 


recruiting  and  servicing  employees.1 

Usually,  these  distinctive  operations  of  a 
firm  are  organized  into  separate  groups  called 
divisions,  branches,  departments,  sections,  or 
units.  In  Chart  5.1  we  have  a  typical  picture 
of  the  separate  broad  operations  of  a  business, 
divided  into  departments  whose  titles  describe 
the  operations  involved. 

This  is  the  horizontal  division  of  labor.  It 
is  the  first  division  of  labor  to  be  noted  on 
entering  a  work  organization.  Operations  are 
classified  by  departments  whose  designation 
generally  reveals  the  special  operations  car¬ 
ried  on  in  them.  A  customer  wanting  to  buy 
some  goods  knows  he  must  go  to  the  sales 
department  for  service.  A  salesman  trying  to 
sell  the  company  some  new  machine  tools 
knows  that  he  can  do  his  business  with  the 
purchasing  department.  A  job  seeker  knows 
he  must  go  to  the  personnel  department  to 
apply  for  work.  A  foreman  needing  repairs  on 
a  machine  will  call  the  maintenance  depart¬ 
ment. 

There  is  no  theoretical  limit  to  the  extent  to 

» 

which  operations  can  be  specialized  in  de¬ 
partments.  Indeed,  it  is  one  of  the  character¬ 
istics  of  large  scale  organizations  that  they 
exhibit  growth  by  continual  specialization  of 
the  horizontal  division  of  labor. 

Extension  in  the  horizontal  division  of  labor 


CHART  5.1 

HORIZONTAL  DIVISION  OF  LABOR  SPECIALIZES  OPERATIONS 
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takes  place  in  one  of  two  ways.  A  given  de¬ 
partment  may  have  an  operation  carried  on 
in  it  that,  over  a  period  of  time,  takes  more 
and  more  attention  of  a  growing  number  of 
people.  When  the  operation  is  continuous 
enough,  and  the  group  is  large  enough,  a 
supervisor  is  appointed  and  the  group  is  given 
independent  designation  as  a  unit,  section,  or 
department. 

The  second  manner  of  growth  in  the  hori¬ 
zontal  division  of  labor  is  to  start  a  new  oper¬ 
ation.  This  operation  may  gradually  grow  in 
the  amount  of  time  devoted  to  it  until  it,  too, 
is  given  independent  status  as  a  unit,  section, 
or  department.  When  this  growth  in  the 
horizontal  division  of  labor  is  rapid,  it  may 
become  the  vehicle  for  opportunists  in  the 
organization  to  seek  supervisory  positions,  or 
to  make  more  important  their  present  posi¬ 
tions  of  supervision.  This  is  popularly  called 
“empire  building”  when  it  exceeds  the  actual 
needs  of  the  organization,  and  when  it  results 
from  a  desire  for  personal  aggrandizement.2 

There  is  no  immediate  and  obvious  basis 
upon  which  we  can  rank  operations  in  an 
order  of  importance.  We  can  view  the  work 
organization  as  a  collection  of  necessary  oper¬ 
ations,  all  of  which  are  essential  to  the  total 
functioning  of  the  organization.  Who  is  to  say 


that  salesmen  are  more  important  than  pro¬ 
duction  men  (except,  of  course,  salesmen 
themselves)?  Does  it  make  any  sense  to  assert 
that  the  purchasing  operation  is  more  im¬ 
portant  than  the  production  operation,  be¬ 
cause  the  latter  cannot  go  to  work  until  sup¬ 
plies  are  on  hand  with  which  to  work? 

Departmentalizing  divides  the  organization 
into  separate  working  units,  but  the  same  goals 
that  dictate  division  of  parts  also  require  the 
dependence  of  each  upon  the  others.  It  is 
only  the  total  complex  of  all  operations  that 
makes  the  whole  organization. 

We  can  conclude,  then,  that  knowing  an 
individual’s  place  in  the  scheme  of  work  starts 
with  knowing  the  department  in  which  he  is 
employed.  We  have  to  know  his  place  in  the 
horizontal  division  of  labor.  When  we  do,  we 
already  know  some  important  things  about 
him.  We  know  the  general  operations  he  per¬ 
forms  in  doing  his  work. 

DIFFERENTIAL  KINDS  OF  ACTIVITY 

It  will  be  recalled  that  the  second  general 
organization  coordinate  is  that  of  activity.  We 
are  here  concerned  with  the  functional  role 
that  an  individual’s  work  plays  in  the  total 
operation  of  getting  work  done. 


CHART  5.2 

VERTICAL  DIVISION  OF  LABOR  SPECIALIZES  ACTIVITIES 
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We  can  distinguish  five  general  functions  in 
work:  (A)  actually  doing  the  work  of  the 
organization;  (B)  directing  others  who  do  the 
actual  work;  (C)  coordinating  those  who  di¬ 
rect  the  work  operations;  (D)  controlling  the 
quality  and  quantity  of  work  performed;  and 
(E)  innovating  for  the  organization. 

The  most  general  distinction  in  every  work 
organization  is  between  those  who  do  the  work 
and  those  who  direct  it.  This  is  the  common 
distinction  between  workers  and  management, 
between  rank-and-file  and  those  in  authority. 
Typically  this  distinction  is  viewed  as  a  verti¬ 
cal  dimension  of  organization.  Thus,  in  Chart 


5.2  we  have  illustrated  the  two  broad  vertical 
layers  of  work  organizations,  workers  and 
management.  It  will  be  noted  that  the  dis¬ 
tinction  between  workers  and  management 
cuts  across  each  department. 

We  now  have  a  primitive  two-dimensional 
set  of  reference  coordinates  for  locating  every 
person  in  the  organization  in  terms  of  his  po¬ 
sition  in  the  horizontal  division  of  labor,  and 
in  terms  of  the  broadest  vertical  division  of 
labor.  We  can  say  that  a  person  performs 
specific  operations  required  in  a  given  de¬ 
partment,  and  that  he  is  actually  doing  pro¬ 
ductive  work,  or  directing  others  at  it. 


TYPES  OF  AUTHORITY  ACTIVITY 


We  now  consider  the  differences  among 
directing,  coordinating,  controlling,  and  inno¬ 
vating  as  distinctive  forms  of  authority  activi¬ 
ties.  We  are  here  concerned  with  the  different 
kinds  of  activity  carried  out  by  management. 
Not  all  managers  do  the  same  thing.  Func¬ 
tional  roles  do  differ  among  management  per¬ 
sonnel.3 

Not  all  persons  directing  others  at  work 
have  the  same  amount  of  responsibility  for 
decision,  nor  do  they  have  the  same  kinds  of 
decision  making  responsibilities.  It  is  there¬ 
fore  necessary  to  analyze  the  different  types 
of  authority  activities  in  terms  of  the  amount 
and  kinds  of  decision  making  responsibility. 

AMOUNT  OF  AUTHORITY 

The  amount  of  authority  activity  a  person 
has  is  best  measured  by  the  proportion  of  his 
working  time  during  which  he  exercises  direct 
control  over  subordinates.  From  this  stand¬ 
point  the  amount  of  directing  activity  increases 
as  the  authority  is  delegated  downward  in 
the  organization. 

The  top  executive  of  an  organization  may 
have  a  relatively  small  amount  of  directing 
activity.  He  does  not  undertake  direct  super¬ 
vision  of  his  immediate  subordinates,  or  their 
subordinates,  for  very  much  of  the  time.  In¬ 
deed,  we  often  think  of  a  chief  executive  who 
is  capable  of  keeping  his  desk  cleared  for 
action  as  being  the  “best”  kind  of  executive. 


Such  a  chief  executive  exercises  relatively 
small  amounts  of  direction  over  others,  and 
delegates  completely  to  his  immediate  subor¬ 
dinates  the  responsibility  for  their  own  actions. 
Nevertheless,  as  we  shall  see  in  the  discussion 
of  the  kinds  of  direction  exercised,  the  chief 
executive  in  this  instance  has  not  given  up 
his  responsibility  for  the  over-all  direction  of 
the  organization.  We  might  call  this  the  “re¬ 
sponsibility  paradox.”  It  is  seen  particularly  in 
the  case  of  the  chief  executive  that  the  amount 
of  direction  of  others  decreases  while  the 
kind  of  direction  of  others  becomes  more  far- 
reaching.4 

We  can  put  the  situation  the  other  way 
around  and  suggest  that  for  the  lowest  level 
of  line  supervisor  the  opposite  may  be  true. 
The  first  line  supervisor  may  exercise  a  large 
amount  of  direction,  but  of  a  limited  sort 
only,  over  his  immediate  subordinates. 

It  is  probable  that  from  the  top  to  the 
bottom  of  the  organization  there  is  a  recipro¬ 
cal  relationship  between  the  amount  of  re¬ 
sponsibility  for  direction  of  subordinates,  and 
the  kind  of  direction  that  is  given.  This  analy¬ 
sis  suggests,  that  at  the  middle  reaches  of  an 
organization,  administrators  and  executives 
face  a  dilemma  of  maintaining  an  adequate 
balance  between  the  amount  of  supervision 
they  exercise,  and  the  kinds  of  direction  they 
give  to  subordinates.  For  the  middle  reaches 
of  management,  there  may  well  be  difficulty  in 
working  out  an  adequate  supervisory  pattern 


JOBS,  POSITIONS,  OFFICES 


81 


to  encompass  the  sometimes  incompatible  de¬ 
mands  of  continuous  directing  supervision  as 
over  against  coordinating,  controlling,  and  in¬ 
novating  activities.5 

It  is  certainly  possible  to  differentiate  jobs, 
positions,  and  offices  in  the  organization  in 
terms  of  the  amount  of  authority  exercised. 
This,  however,  is  an  incomplete  basis  for  the 
analysis  of  responsibility.  The  kind  of  direc¬ 
tion  exercised  is  also  important  in  understand¬ 
ing  the  delegation  and  execution  of  responsi¬ 
bility. 

We  have  already  indicated  that  there  are 
four  kinds  of  authority,  namely,  directing,  co¬ 
ordinating,  controlling,  and  innovating.  We 
will  now  examine  them  individually. 

DIRECTING  AUTHORITY 


The  individual  with  directing  authority  is 
given  the  task  of  seeing  that  a  fixed  and 
established  operation  is  carried  forward  in 


A  foreman  spends  most  of  his  time  directing  the 
work  of  his  work  group.  The  foreman  goes  to  the 
scene  of  actual  work  and  has  visual  and  verbal  con¬ 
tact  with  his  workers.  Here  the  foreman  (in  tin 
hat)  is  supervising  a  crew  welding  sections  of  an 
oil  pipeline  together. 

accordance  with  predetermined  expectations. 
Thus  a  foreman  may  be  expected  to  fulfill  a 
production  schedule  with  the  assigned  ma¬ 
terials,  machines,  and  men  in  an  established 
period  of  time,  with  a  minimum  amount  of 
scrap  loss  and  machine  maintenance.  We  can 
consider  operating  authority  as  involving  the 


actual  productive  or  “doing”  part  of  an  organ¬ 
ization.  It  is  what  one  typically  sees  when  he 
looks  at  the  day-to-day  operations  of  an  or¬ 
ganization.6 

Directing  authority  is  essentially  of  a  con¬ 
serving,  or  conservative,  nature.  A  foreman, 
for  example,  attempts  to  repeat  an  already 
established  and  successful  production  pattern, 
continuing  to  repeat  it  to  the  satisfaction  of 
those  who  set  the  standards  for  him.  Those 
with  directing  authority  are  concerned  es¬ 
sentially  with  any  and  all  elements  that  stabi¬ 
lize  an  operation,  making  it  highly  predictable 
and  relatively  easy  to  manipulate  in  terms  of 
the  desired  operating  goals.  It  is  for  this  reason 
that  we  often  find  collusion  at  the  foreman 
level,  for  example,  where  the  foreman  will 
go  along  with  his  subordinates’  preferences 
because  by  so  doing  he  is  able  to  achieve  a 
stable  and  highly  predictable  system  of  oper¬ 
ation.7  Furthermore,  from  this  stable  operating 
system  he  is  able  to  develop  adequate  bases 
for  satisfying  higher  management  expectations. 

We  can  see  the  possibility  that  management 
demands  for  increased  efficiency,  for  innova¬ 
tion,  for  reduction  in  scrap  loss,  for  any 
change  that  might  affect  a  stable  and  going 
system  of  operations,  may  not  be  cordially 
received  by  those  who  have  directing  author¬ 
ity.  To  them  any  factor  introducing  change  in 
the  operating  situation  may  be  unstabilizing. 

In  resistance  to  change  at  the  directing  au¬ 
thority  level  we  can  begin  to  see  the  origin 
of  specialization  in  such  things  as  safety,  in¬ 
dustrial  engineering,  cost  control,  personnel, 
and  the  like.  It  is  the  experience  of  manage¬ 
ment  that  to  depend  upon  individuals  having 
operating  authority  to  be  innovators  is  to  lose 
the  spirit  of  innovation  and  the  exercise  of 
initiative  in  the  organization.  It  is  too  much 
of  a  demand  to  expect  that  a  person  with  oper¬ 
ating  responsibility  can,  at  the  same  time,  ful¬ 
fill  an  innovating,  coordinating,  and  controlling 
responsibility  as  well. 

CONTROLLING  AUTHORITY 

A  responsibility  for  controlling  the  behavior 
of  others  involves  establishing  and  policing 
recognized  standards  of  behavior.  In  more 
highly  organized  situations  we  have  such  oper- 
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ations  as  production  control,  safety  control, 
inventory  control,  and  scrap  control,  all  having 
to  do  with  establishing  adequate  limits,  and 
then  making  sure  that  the  operators  stay 
within  these  limits.  Controls  are  designed  to 
provide  instantaneous  information  as  to  the 
adequacy  of  any  given  production  or  operating 
unit,  so  as  to  be  able  to  analyze  those  situa¬ 
tions  requiring  special  attention  or  correction 
because  they  are  no  longer  within  acceptable 
control  limits.8 

Controlling  authority  is  one  that  basically 
lends  itself  well  to  a  high  degree  of  specializa¬ 
tion  within  the  organization.  Thus,  we  are 
likely  to  get  a  production  control  department 
with  sole  responsibility  for  controlling  the 
flow  of  production  on  the  production  floor 
itself.  In  other  areas  we  have  budget  control 
and  a  host  of  other  operating  controls. 

Where  the  immediate  supervisor  is  required 
to  meet  controlling  limits  established  by  an¬ 
other  agency,  he  is  likely  to  view  this  as  (A) 
an  intrusion  on  his  area  of  responsibility,  and 
(B)  an  invitation  to  “beat  the  system.”  Every 
organization  of  any  size  has  its  “statistical  vir¬ 
tuosos”  who  can  prepare  reports  on  their 
operating  departments  in  ways  to  make  them¬ 
selves  look  good.  When  this  becomes  possible 
on  a  wide  scale,  it  is  clear  that  the  operating 
responsibility  and  the  control' ing  responsibility 
have  become  so  intermingled  that  the  latter 
loses  a  great  deal  of  its  effectiveness.  Those 
who  are  responsible  for  maintaining  the  sys¬ 
tems  of  control  become  the  victims  of  statis¬ 
tical  tricks  that  deprive  the  organization  of 
desirable  and  necessary  knowledge.  The  sys¬ 
tems  of  control  become  burdensome  statistical 
operations  without  producing  adequate  returns 
for  the  investment  of  time  and  energy  ex¬ 
pended. 

COORDINATING  AUTHORITY 

With  the  work  organization  composed  of 
many  special  departments,  supervised  by 
people  with  different  amounts  and  kinds  of 
authority,  it  is  clear  that  there  has  to  be  ade¬ 
quate  responsibility  for  coordination  at  some 
points  and  levels.  This  coordinating  responsi¬ 
bility  tends  to  increase  as  one  goes  higher  in 
the  organization.  The  reason  for  this  is  ob¬ 


vious.  At  the  higher  levels  of  the  organization, 
specializations  come  together  and  require  bal¬ 
ancing  for  effective  performance  of  the  total 
organization.9 

For  example,  one  of  the  characteristic  prob¬ 
lems  of  the  business  organization  is  to  balance 
the  demands,  needs,  and  desires  of  the  sales 
department  with  those  of  the  production  de¬ 
partments.  Sales  personnel  are  likely  to  ask  for 
things  that  make  products  more  salesworthy, 
over  the  objections  of  the  production  staff 
which  sees  these  as  difficult  or  costly  to  incor¬ 
porate  in  the  product.  In  an  educational  insti¬ 
tutional  there  is  likely  to  be  a  similar  kind  of 
conflict  between  the  academic  staff  and  the 
non-academic  staff.  For  the  academic  staff  all 
other  members  of  the  organization  exist  to 
provide  the  necessary  services  for  teaching  and 
research.  For  the  non-academic  staff,  the  aca¬ 
demic  people  may  be  considered  visionaries 
and  impractical  souls  who  have  no  sense  of 
neatness,  orderliness,  and  businesslike  meth¬ 
ods.  The  administration  of  an  educational  in¬ 
stitution  demands,  at  the  top  reaches,  some¬ 
one  who  can  keep  in  balance  academic  and 
non-academic  aspects  of  the  organization.  Add 
to  this  the  problems  of  the  athletic  association, 
and  it  becomes  clear  that  the  task  is  not  only 
necessary  but,  indeed,  a  difficult  one  to  fulfill 
in  the  academic  institution. 

In  general,  coordinating  authority  requires 
vastly  different  kinds  of  background,  experi¬ 
ence,  and  outlook  from  that  of  persons  main¬ 
taining  directing  responsibility  or  controlling 
responsibility.  The  individuals  vested  with  co¬ 
ordinating  responsibility  have  to  have  breadth 
of  background  and  ability  to  comprehend  the 
ideas,  points  of  view,  and  special  demands  of 
a  wide  number  of  different  technologies  and 
different  outlooks.  In  some  respects,  execu¬ 
tives  with  coordinating  authority  are  a  different 
breed  of  people  from  those  with  directing  or 
controlling  authority.  This  explains  why  it  is 
possible  for  a  relative  stranger  to  come  into 
an  organization  and  do  a  first-rate  job  of  filling 
a  position  of  coordinating  responsibility.  It 
also  helps  to  explain  why  a  cabinet  officer  in 
the  Federal  government  or  a  cabinet  minister 
in  the  British  government  is  able  to  take  over, 
with  relative  ease,  the  operations  of  complex 
departments  and  bureaus  without  having  any 
special  training  or  background  in  the  areas 
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over  which  they  exercise  coordinating  control. 
Indeed,  as  Harold  Laski  has  observed,  every 
organization  needs  the  wisdom  of  the  coordi¬ 
nating  executive  to  balance  the  narrowness  and 
sectarian  point  of  view  of  the  specialists.  The 
wisdom  with  which  the  coordinating  respon¬ 
sibility  is  exercised  may  have  more  than  any 
other  single  thing  to  do  with  the  effectiveness, 
efficiency,  and  ultimate  survival  of  an  organi¬ 
zation. 


INNOVATION  AUTHORITY 

Innovating  is  a  special  kind  of  responsi¬ 
bility  that  is  typically  found  in  many  organiza¬ 
tions.  There  are,  of  course,  some  kinds  of  or¬ 
ganizations  which  operate  with  little  thought 
toward  innovation.  There  are  other  organiza¬ 
tions  having  special  departments,  or  special 
individuals,  whose  primary  function  is  that  of 
innovating,  and  changing  the  organization.  In 
many  modem  organizations  there  are  planning 
staffs,  for  example,  or  research  staffs  that  are 
always  oriented  toward  the  future  with  an 
eye  towards  improving,  changing,  modifying, 
or  in  some  way  affecting  the  future  operations 
or  products  of  the  firm. 

Responsibility  for  innovation  is  the  one 
least  likely  to  be  related  immediately  to  the 
day-to-day  activities  of  the  organization.  For 
that  reason  innovators  are  likely  to  be  some¬ 
what  isolated  from  the  organization.  In  many 
industrial  firms  research  activities  are  set  up 
in  a  separate  unit  that  is  distinct,  and  often 
physically  separated,  from  the  main  activities 
of  the  firm.  This  isolation  is  designed  to  insure 
that  individuals  will  view  the  process  of  inno¬ 
vation  with  relative  freshness  and  originality 
rather  than  continue  an  existing  line  of  de¬ 
velopment  by  further  refinements  and  im¬ 
provements.  It  is  for  this  reason  also  that  many 
industrial  concerns  invest  in  fundamental  sci¬ 
entific  research  with  the  hope  that  eventual 
application  of  basic  discoveries  can  be  made 
to  their  products  and  operations.10 

The  innovating  function  is  usually  carried 
out  by  a  staff.  Sometimes  the  innovating  func¬ 
tion  may  have  immediate  practical  applications 
as  its  goal,  as  is  the  case  of  an  industrial  en¬ 
gineering  department.  In  such  a  department 
new  operating  lines,  new  production  processes, 


and  new  plant  layouts  will  be  worked  out.  It 
is  also  in  such  departments  that  ideas  may 
originate  for  the  purchase  and  use  of  new 
equipment  and  machines  that  have  come  on 
to  the  market. 

An  innovating  staff  like  the  industrial  en¬ 
gineering  department  may  often  encounter 
great  difficulties  in  working  out  adequate  rela¬ 
tions  with  line  or  operating  departments.  There 
is  a  basic  conflict  between  directing  and  inno¬ 
vating  authorities.  As  has  already  been  sug¬ 
gested,  those  with  operating  authority  want 
a  stable,  relatively  unchanging,  and  highly 
predictable  set  of  operations  over  which  to 
exercise  control.  For  those  with  innovating 
responsibility  there  is  a  tendency  to  look  upon 
the  established  as  old  fashioned,  needing  revi¬ 
sion,  change,  and  modernization.  Thus  the 
engineers  with  innovating  authority  may  be 
constantly  introducing  change,  and  therefore 
threats,  to  those  who  have  operating  authority. 
The  resultant  conflicts  are  well  known  in  the 
literature  and  in  practical  experience. 

Sometimes  the  outcome  of  such  battles  im¬ 
pels  the  innovators  to  try  to  move  into  posi¬ 
tions  of  operating  authority  so  that  they  can 
carry  out  their  reforms.  Top  management, 
exercising  coordinating  responsibilities,  may 
have  to  step  in  to  adjudicate  the  conflicts,  and 
to  make  decisions  approving  one  course  or 
another. 


COMPLEXITY  OF  AUTHORITY  ACTIVITIES 

We  can  conclude  generally  that  the  kinds 
of  authority  activities  to  be  found  in  an  organi¬ 
zation  are  substantially  different  from  each 
other.  In  any  given  position  there  are  likely 
to  be  elements  of  all  four  kinds  intermingled. 
Yet  at  different  levels  of  the  organization  and 
in  different  operations  or  functional  speciali¬ 
zations  we  can  see  that  certain  kinds  of  au¬ 
thority  activities  predominate  over  others. 

Where  the  individual  must  exercise  simul¬ 
taneously  various  kinds  of  authority  he  may 
have  an  exceedingly  complex  job  to  perform. 
He  may  encounter  frustrations  and  difficulties 
in  trying  to  satisfy  contradicting  demands.  At 
the  same  time,  we  would  anticipate  that  those 
who  have  different  kinds  of  authority  would 
be  more  likely  to  be  in  conflict  than  in  harmony 
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with  each  other.  We  might  therefore  expect 
that  the  kind  and  amount  of  authority  at¬ 
taching  to  a  person  will  relate  significantly  to 
the  way  he  fits  into  the  work  organization. 

There  is  a  differential  kind  of  authority 
that  distinguishes  the  levels  of  an  organization. 
This  difference  between  levels  of  the  organiza¬ 
tion  occurs  both  in  the  amount  of  authority, 
and  in  the  kind,  that  is  to  be  found  at  each 
level.  The  amount  of  directing  authority  in¬ 
creases  as  one  goes  downward  in  an  organiza¬ 
tion.  However,  the  amount  of  responsibility 
for  coordinating  and  integrating  diverse  oper¬ 
ations  of  the  organization  increases  as  one 
goes  upward  in  the  organization.  At  the  mid¬ 
dle  and  upper  reaches  of  the  organization,  and 
usually  in  a  staff  capacity,  are  to  be  found 
controlling  and  innovating  authority. 

CHART  5.3 

AUTHORITY  ACTIVITIES  VARY 
WITH  LEVEL  OF  AUTHORITY 


□  INNOVATING 
|  COORDINATING 
I  CONTROLLING 
DIRECTING 


This  is  the  central  section  of 
Chart  5.  2  showing  authority 
structure  of  Production  division. 
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We  are  now  in  a  position  to  introduce  sig¬ 
nificant  additional  variables  into  our  picture 
of  organization  coordinates.  We  will  redraw  a 


segment  of  Chart  5.2.  In  so  doing,  we  will 
superimpose  on  the  operating  and  activity 
coordinates  the  differential  amounts  and  kinds 
of  authority. 

Each  member  of  management  is  now  seen, 
in  Chart  5.3,  as  having  defined  for  him  his 
sphere  of  operations,  his  level  of  activity,  his 
kinds  of  activities,  and  their  amounts.  The 
size  of  each  area  in  the  symbol  for  each  work 
location  is  an  indication  of  the  amount  of  that 
activity  carried  out  in  the  position.  The  shape 
of  the  symbol  helps  to  give  you  a  visual  image 
of  the  activities  most  important  for  each  work 
location. 

Chart  5.3  is  an  idealized  picture.  Neverthe¬ 
less,  it  now  gives  us  a  charting  device  com¬ 
parable  to  a  map  for  visualizing  a  work  or¬ 
ganization. 

We  have  now  completed  the  first  task  of 
this  chapter  which  is  to  provide  a  manageable 
framework  for  understanding  some  of  the 
broad  features  of  the  work  organization  that 
mold  people  into  effective  personnel.  Using 
charts  comparable  to  Chart  5.3  together  with 
the  analysis  upon  which  it  rests,  we  have 
the  fundamental  organizational  coordinates 
of  operation  and  activity  set  forth  in  a  manner 
to  facilitate  further  analysis  of  working  be¬ 
havior. 


INTERACTION  IN  AUTHORITY  STRUCTURES 

At  the  lowest  level  where  operating  author¬ 
ity  is  typically  found,  it  is  clear  that  the  man¬ 
agers  are  largely  concerned  with  directing  the 
actual  behavior  of  their  subordinates.  Thus, 
operating  responsibility  comes  to  be  closely 
identified  with  direct  supervision.  The  sig¬ 
nificance  of  person-to-person  interaction  is 
most  obvious  at  the  operating  levels.  Direct 
supervision  is  vitally  concerned  with  maintain¬ 
ing  an  adequate  system  of  personal  relation¬ 
ships  between  superior  and  subordinate. 

For  top  executives  of  an  organization,  who 
exercise  largely  coordinating,  innovating,  and 
controlling  authority,  and  have  a  minimum  of 
responsibility  for  direct  supervision,  the  im¬ 
portance  of  developing  and  maintaining  ade¬ 
quate  personal  relations  is  not  nearly  as  great. 
The  very  nature  of  coordinating  functions  is 
such  that  they  affect  relatively  few  people  who 
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are  themselves  in  positions  of  supervising  re¬ 
sponsibility. 

Chief  executives  are  in  primary  contact 
with  the  middle  and  upper  reaches  of  manage¬ 
ment.  It  is  here,  where  the  background  of  the 
individuals  is  more  likely  to  be  homogeneous, 
that  it  is  possible  to  work  out  satisfactory  per¬ 
sonal  relations  with  relatively  little  training, 
effort,  or  concentration.  Even  without  satis¬ 
factory  personal  relationships,  the  organiza¬ 
tion  can  still  operate  fairly  effectively  because 
the  nature  of  coordinating  responsibility  does 
not  depend  on  personal  loyalty,  or  smooth¬ 
ness  in  interpersonal  relationships.  We  can 
see  this  principle  operating  in  a  military  organ¬ 
ization  during  situations  of  battle.  In  a  sense, 
the  most  dispensable  and  most  easily  replaced 
casualties  are  among  the  higher  ranks  of  offi¬ 
cers.  It  is  at  this  level  that  the  replacement  can 
come  in,  and  without  working  out  an  adequate 
network  of  personal  relations,  assume  com¬ 
mand  in  accordance  with  the  established  mili¬ 
tary  pattern.  On  the  other  hand,  battle  casual¬ 
ties  among  platoon  leaders  or  squad  leaders 
may  seriously  damage  the  effectiveness  of  the 
outfit  unless  a  man  can  be  promoted  from 
within  the  ranks  to  take  over,  at  least  tempo¬ 
rarily,  the  immediate  supervising  and  direct¬ 
ing  functions.11 

In  the  industrial  situation  it  is  also  true  that 
at  the  levels  of  immediate  direction  and  super¬ 
vision  it  is  probably  more  desirable  to  bring 

JOBS,  POSITI 

For  analytical  reasons  it  is  desirable  to  dis¬ 
tinguish  in  work  organizations  among  jobs, 
positions,  and  offices.  The  discussion  up  to 
this  point  has  used  “job”  as  a  general  term 
covering  all  three  categories.  Like  all  distinc¬ 
tions,  there  is  an  arbitrary  element  about  this 
one.  Yet,  we  will  find  that  work  assignments 
called  jobs  are  different  from  those  called 
positions,  and  both  differ  from  organization 
offices.  We  will  now  examine  the  differences, 
and  discover  how  this  classification  of  work 
assignments  is  useful  in  understanding  the  re¬ 
lationships  between  the  person  and  the  work 
organization.14 

There  are  three  grounds  on  which  we  can 
note  differences  among  jobs,  positions,  and 


men  up  through  the  ranks,  men  who  have 
gained  the  confidence  of  their  peers  and  who 
are  likely  to  retain  this  confidence  as  super¬ 
visors  and  foremen.12  It  does  not  follow  that 
the  upper  ranks  of  management  should  be,  or 
need  to  be,  recruited  from  within  the  organiza¬ 
tion.  Indeed,  it  may  turn  out  that  the  recruit¬ 
ment  of  top  executives  on  the  basis  of  merit, 
and  not  on  the  basis  of  their  personal  relation¬ 
ships  with  the  executive  ranks  of  an  organiza¬ 
tion,  may  have  a  good  deal  to  recommend  it. 
That  is  looking  at  the  recruitment  problem  en¬ 
tirely  from  the  standpoint  of  the  knowledge, 
skill,  and  ability  of  the  particular  person  se¬ 
lected.  However,  from  the  standpoint  of  the 
frustrated  aspirations  of  those  who  may  have 
seen  themselves  as  candidates  for  top  posi¬ 
tions,  there  is  an  obvious  drawback.  Disap¬ 
pointed  candidates  for  promotion  to  top  posi¬ 
tions  may  be  able  to  sabotage  the  regime  of 
their  successful  competitors.13 

Those  who  have  substantially  different  kinds 
of  authority  in  an  organization  are  likely  to 
have  a  great  deal  of  difficulty  in  communicat¬ 
ing  with  each  other.  The  kind  of  authority  an 
individual  has  inevitably  molds  his  point  of 
view.  Some  of  the  most  frustrating  disagree¬ 
ments  and  conflicts  in  organization  are  the 
consequence  not  of  the  ill-will  of  people,  but 
rather  of  the  failure  of  people  to  communicate 
effectively  across  their  different  spheres  of  au¬ 
thority. 

NS,  OFFICES 

offices.  (A)  The  three  classes  of  work  assign¬ 
ments  are  given  different  kinds  of  titles  in  the 
work  organization.  (B)  There  is  a  signifi¬ 
cantly  different  basis  upon  which  personnel 
is  selected  to  fill  each  class  of  work  assignment. 
(C.)  There  is  a  marked  difference  among  the 
three  classes  in  the  degree  to  which  personal 
initiative  operate  in  getting  work  done,  and, 
therefore,  the  degree  to  which  the  organiza¬ 
tion  molds  working  behavior. 

TITLES 

In  general,  jobs  have  very  specific  titles, 
descriptive  of  the  operating  area  and  activity 
carried  on  in  them.  Positions,  on  the  other 
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hand,  carry  titles  that  may  be  common  to 
several  operating  areas,  with  less  specifica¬ 
tion  of  the  activities  carried  on  in  them.  Offices 
usually  are  named  to  indicate  organization- 
wide  responsibilities  whose  specific  activities 
are  not  likely  to  be  stated  in  the  title. 

Illustrations  of  job  titles  are:  automatic 
screw  machine  set-up  man,  floor  moulder, 
punch  press  operator,  typist  I,  file  clerk,  main¬ 
tenance  electrician,  washroom  attendant,  re¬ 
ceptionist,  overhead  crane  operator,  crane 
hooker,  turret  lathe  operator,  die  sinker,  gear 
hobber,  fur  beater,  doughnut  pumper,  and 
grinding  wheel  dresser.  It  will  be  noted  that 
these  illustrative  job  titles  indicate  both  the 
operating  area,  and  the  specific  activities  car¬ 
ried  on  in  doing  the  work.  For  example,  the 
automatic  screw  machine  set-up  man  is  clearly 
in  a  production  operation.  His  specific  activi¬ 
ties  have  to  do  with  making  and  installing 
cams  and  cutting  tools  in  an  automatic  screw 
machine  into  which  bar  stock  of  steel  is  fed 
to  be  cut,  machined,  or  ground  into  complex 
finished  shapes.  The  set-up  man  does  a  highly 
skilled  job  in  preparing  the  machine  for  rapid, 
continuous  output  of  large  quantities  of  the 
desired  metal  pieces.  This  job  is  clearly  dif¬ 
ferent  from  the  screw  machine  operator  whose 
primary  task  is  to  feed  the  bar  stock  into 
the  machine  periodically,  and  sometimes  to 
make  process  inspections  of  the  output,  in¬ 
suring  that  measurement  tolerances  are  main¬ 
tained.  There  may  even  be  another  related 
job  called  automatic  screw  machine  tool  ad¬ 
juster  whose  activity  involves  adjusting  the 
cutting  tools  if  they  show  wear  or  get  out  of 
alignment. 

Positions  in  the  work  organization  carry 
titles  that  may  be  common  to  more  than  one 
operating  area.  Furthermore,  the  position  title 
tends  to  be  less  specific  than  job  titles  in  de¬ 
tailing  the  activities  of  the  position.  Examples 
of  position  titles  are:  foreman,  supervisor, 
department  head,  administrative  assistant,  ac¬ 
countant,  and  engineer.  It  seems  clear  that  for 
the  titles  designating  management  positions, 
the  names  meet  the  two  tests,  namely,  applica¬ 
tion  to  several  operations  or  departments,  and 
less  specificity  as  to  the  activities  involved. 
Foreman,  for  example,  will  be  found  in  a 
number  of  departments.  The  title,  foreman, 
does  not  specify  foreman  activity  with  nearly 


the  detail  that  is  characteristic  of  a  job  title. 
In  the  instance  of  accountant  and  engineer  the 
position  titles  suggest  rather  specific  activities, 
but  upon  closer  examination  it  would  be  neces¬ 
sary  to  inquire  beyond  the  title  to  be  certain 
as  to  what  a  particular  engineer  or  accountant 
does  at  work. 

Organization  offices  carry  names  indicating 
organization-wide  responsibilities  with  the  title 
giving  relatively  little  clue  as  to  the  specific 
activities  carried  on  in  the  office.  It  is  also 
typical  in  naming  people  who  occupy  organi¬ 
zation  offices  to  use  the  adjective  “the.”  Thus, 
one  talks  about  the  president,  or  the  treasurer. 
The  very  fact  that  organization  offices  are 
spoken  of  as  being  occupied  by  a  given  indi¬ 
vidual,  or  only  one  person,  suggests  that  mem¬ 
bers  of  the  work  organization  view  the  office 
as  unique.  Furthermore,  organization  offices 
often  have  their  occupants  designated  as  offi¬ 
cers.  The  officers  of  a  business  firm,  for  exam¬ 
ple,  are  the  president,  vice-presidents,  secre¬ 
tary,  treasurer,  and  perhaps  others,  like  the 
controller. 

It  is  clear  that  if  we  were  to  use  only  titles 
to  differentiate  among  jobs,  positions,  and 
offices,  we  would  find  many  work  assignments 
that  lie  at  the  borderlines  between  the  cate¬ 
gories.  It  is  necessary  to  consider  the  two  ad¬ 
ditional  criteria  of  personnel  selection  and 
degree  of  personal  initiative,  in  order  to  clarify 
further  the  differences  between  the  three  gen¬ 
eral  classes  of  work  assignments. 

RECRUITMENT 

Jobs,  by  virtue  of  the  high  degree  of  specifi¬ 
cation  of  activities,  are  the  most  readily  filled 
in  an  organization.  It  is  possible  to  enter  the 
labor  market  and  advertise  for  people  with 
specific  training  in  the  jobs  being  filled.  The 
classified  section  of  a  newspaper  makes  clear, 
in  the  help  wanted  columns,  that  most  firms 
seek  job  holders  by  advertising  for  the  speci¬ 
fic  kinds  of  workers  they  want.  Failing  to  find 
already  trained  workers  in  the  labor  market, 
a  firm  may  have  a  well  established  training 
program  to  take  unskilled  people  and  train 
them  in  the  necessary  job  skills. 

Positions  in  an  organization  usually  require 
prior  experience  or  equivalent  education  to 
fill  them.  For  many  of  the  technical  positions 


JOBS,  POSITIONS,  OFFICES 


87 


the  requisite  is  usually  prior  education.  Thus 
for  accountants,  engineers,  and  similar  spe¬ 
cialists  four  years  of  college  training  are  a 
minimum  necessary  to  be  a  candidate  for  such 
positions.  In  other  kinds  of  positions,  like  that 
of  foreman,  the  person  may  go  through  a 
period  of  job  training  as  an  assistant  foreman, 
a  sub-foreman,  a  working  group  leader,  or 
straw  boss,  prior  to  his  elevation  to  the  fore¬ 
man  position.  It  is  generally  true  that  some 
technical  schooling  is  necessary  to  fill  most 
positions,  and,  in  many  cases,  experience  in 
handling  the  varied  activities  of  the  position 
may  also  be  necessary. 

Organization  offices  tend  to  be  filled  by 
personnel  who  have  exhibited  prior  successful 
performance  in  high  level  positions  or  lower 
level  offices.  The  recruitment  to  organization 
offices  tends  to  be  highly  selective  on  the 
grounds  of  past  successful  fulfilment  of  work 
assignments. 

We  can  now  briefly  characterize  working 
jobs  as  being  filled  from  the  unskilled  and 
relatively  untrained  portions  of  the  labor 
market.  This  is  by  far  the  greatest  number  of 
work  assignments  as  well  as  the  largest  labor 
supply.  Filling  work  positions  is  selective  with 
respect  to  prior  technical  training,  usually  in 
schools,  or  prior  experience  that  is  roughly 
equivalent  to  schooling.  Recruitment  for  or¬ 
ganization  offices  places  particularly  heavy  em¬ 
phasis  on  the  past  history  of  successful  work 
performance  in  positions  of  managerial  re¬ 
sponsibility.  This  suggests  obvious  differences 
in  the  personnel  to  be  found  in  jobs,  positions, 
and  offices.  Job  holders  would  have  the  least 
formal  training  and  require  a  short  learning 
period  in  developing  the  skills  necessary  to 
hold  their  jobs.  Those  in  positions  would  tend 
to  be  college  graduates,  or  people  with  ex¬ 
tensive  experience.  Those  in  organization  of¬ 
fices  have  a  period  of  demonstrated  executive 
competence  behind  them.15 

INITIATIVE 

From  what  has  already  been  said  about  the 
nature  of  jobs  it  seems  clear  that  this  category 
of  work  assignments  tends  to  have  the  largest 
amount  of  specific  work  activities.  A  person 
holding  a  job  has  most  of  his  technical  and 
formal  behavior  specified  for  him  by  the  or¬ 


ganization.  A  job  holder  operates  within  more 
or  less  rigid  limits  established  for  his  job.  In 
general,  the  job  holder  uses  very  little  initiative 
in  carrying  out  his  job,  except  as  he  is  able  to 
exercise  initiative  in  the  non-formal  behavior 
systems,  or  in  the  informal  behavior  systems. 

Those  who  have  positions,  on  the  other 
hand,  have  a  good  deal  more  opportunity  to 
exercise  individual  initiative.  Where  technical 
background  is  important  in  filling  a  posi¬ 
tion,  it  is  clear  that  many  work  activities  are 
governed  by  technical  learning.  An  engineer, 
for  example,  applies  his  engineering  knowl¬ 
edge  with  relative  freedom  from  constraint 
by  his  work  organization.  Indeed,  he  is  ex¬ 
pected  to  do  so  in  making  his  working  contri¬ 
bution  to  the  organization.  A  foreman  simi¬ 
larly  is  expected  to  exercise  judgment  and 
discrimination  in  handling  his  supervisory 
problems.  He  is  expected  to  make  decisions 
relevant  to  his  activities  and  to  be  able  to  dis¬ 
criminate  among  the  choices  open  to  him  in 
his  behavior.  In  general,  those  occupying  posi¬ 
tions  have  a  great  deal  more  initiative  expected 
of  them  than  job  holders,  and  greater  oppor¬ 
tunity  for  displaying  initiative,  or  personal 
decision,  in  filling  their  work  assignments. 

People  in  organization  offices  have  the 
largest  amount  of  initiative  in  carrying  out 
their  work.  Typically  office  holders  establish 
the  tone  and  value  standards  of  the  organiza¬ 
tion  they  direct.  The  office  holder,  wittingly  or 
unwittingly,  in  almost  all  his  actions  provides 
a  model,  or  gives  cues  to  his  subordinates,  as 
to  how  they  are  expected  to  behave.  For  ex¬ 
ample,  an  easy-going  president  may  be  suc¬ 
ceeded  by  a  tough  president  in  the  direction  of 
a  firm.  The  character  of  subordinate  behavior 
will  change  markedly  between  the  two  re¬ 
gimes.  Each  type  of  president  may  be  success¬ 
ful,  but  on  quite  different  grounds,  and  with 
quite  different  kinds  of  organizational  behavior 
displayed  in  getting  work  done.16 

We.  have  now  pointed  out  why  it  is  sig¬ 
nificant  to  distinguish  among  jobs,  positions, 
and  offices:  The  actual  titles  of  work  assign¬ 
ments  differ  for  the  three  classes;  the  types  of 
personnel  recruited  into  the  three  classes  of 
work  assignments  tend  to  be  different;  finally, 
the  degree  to  which  personal  initiative  is  free 
to  operate  in  fulfilling  work  assignments  varies 
markedly  among  the  three  classes. 
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We  can  analyze  every  job,  position,  and 
office  in  terms  of  six  components.  These  six 
components  are:  (A)  tasks,  (B)  duties,  (C) 
responsibilities,  (D)  rights,  (E)  obligations, 
and  (F)  privileges.  These  components  of 
work  assignments  combine  in  varying  degrees 
to  differentiate  among  jobs,  positions,  and  of¬ 
fices.  We  will  examine  each  component  sepa¬ 
rately,  indicating  briefly  how  they  distinguish 
jobs  from  positions,  and  both  from  offices. 

TASKS 

Every  work  assignment  is  a  task  or  com¬ 
bination  of  tasks.  The  task  is  the  actual  action 
through  which  the  person  goes  in  doing  his 
work.  For  people  in  jobs,  the  task  is  largely 
technological  in  character.  For  people  in  po¬ 
sitions  there  is  a  combination  of  technological 
actions  and  authority  actions  that  constitute 
the  total  tasks  of  the  position.  Organization 
officers  have  their  tasks  defined  almost  com¬ 
pletely  in  terms  of  authority  activities  with 
a  minimum  of  technological  behavior  in¬ 
volved.  In  general,  the  tasks  of  a  work  as¬ 
signment  are  the  specific  behaviors  that  a 
person  performs  in  filling  his  assigned  place 
in  the  work  organization. 

DUTIES 

The  duties  of  a  work  assignment  represent 
the  formal  organization  values  surrounding 
the  performance  of  work.  These  values  specify 
for  each  working  person  the  ranges  and  limits 
of  his  behaviors.  Typical  organization  duties 
are  the  requirements  to  be  at  work  on  time, 
actually  to  do  work  during  assigned  work 
periods,  and,  in  general,  to  follow  the  letter  of 
all  rules  and  regulations  applying  to  work. 

Duties  are  essentially  formal  in  character. 
They  do  not  depend  on  personal  conviction 
for  their  fulfillment.  A  person  may  do  his 
duty  even  though  he  is  indifferent  or  even 
opposed  to  the  duties  required  of  him.  Duties 
tend  to  be  uniform  for  large  segments  of  work 
organizations. 

The  major  difference  among  jobs,  posi¬ 
tions,  and  offices  with  respect  to  organization 
duties  lies  in  the  assumption  that  those  in  po¬ 


sitions  and  offices  will  tend  to  have  greater 
conviction  about  the  rightness  and  desirability 
of  duties,  than  job  holders.  Job  holders  tend 
to  view  duties  as  a  formal  requirement.  Those 
in  positions  and  offices  are  more  likely  to 
be  intellectually  and  emotionally  committed 
to  the  duties  required  of  them. 

RESPONSIBILITIES 

Responsibility  is  the  sense  of  correctness 
a  person  feels  about  carrying  out  the  tasks 
and  duties  of  his  work.  A  responsible  person 
is  one  who  is  convinced  that  it  is  desirable  to 
carry  out  his  tasks  and  duties,  and  who  can 
be  depended  upon  to  do  so  within  the  limits  of 
his  capabilities.  Responsibilities  have,  there¬ 
fore,  both  an  intellectual  and  emotional  com¬ 
ponent.  The  intellectual  aspect  of  responsi¬ 
bility  is  the  ability  to  comprehend  the  tasks 
and  duties  of  a  work  assignment.  The  emo¬ 
tional  component  represents  the  personal 
conviction  that  it  is  desirable  to  make  every 
effort  to  carry  out  assigned  tasks  and  duties. 

In  general,  there  is  a  minimum  manage¬ 
ment  expectation  of  responsibility  among  job 
holders.  Accordingly,  most  work  organiza¬ 
tions  surround  jobs  with  a  maximum  number 
of  controls  to  insure  responsible  behavior, 
whether  or  not  workers  are  convinced  that 
responsible  behavior  is  desirable.  In  positions 
and  offices,  on  the  other  hand,  there  is  a 
greater  management  expectation  that  the  per¬ 
son  will  be  responsible  and,  therefore,  need 
not  be  surrounded  by  as  many,  or  as  stringent 
controls  on  work  performance.  A  simple  ex¬ 
ample  will  make  the  point  clear.  Job  holders 
typically  are  subject  to  frequent  checkups  by 
supervisors.  Those  in  positions  and  offices 
usually  receive  few  if  any  supervisory  check¬ 
ups,  on  the  assumption  that  they  are  respon¬ 
sible  enough  to  be  at  work  when  required, 
and  to  remain  there  as  long  as  necessary. 

RIGHTS 

The  rights  surrounding  a  work  assignment 
represent  the  legitimate  expectations  a  person 
has  of  his  working  colleagues  and  the  organ¬ 
ization  employing  him.  Rights  are  conferred 
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and  made  legitimate  by  either  the  work  or¬ 
ganization  or  fellow  workers.  Rights  are 
always  legitimate  in  that  they  depend  on  con¬ 
sensus  by  others  for  their  existence.  For  ex¬ 
ample,  a  person  has  the  right  to  exercise  au¬ 
thority  only  when  this  right  is  conferred  upon 
him  by  the  organization,  and  when  those  re¬ 
sponding  to  the  authority  acts  agree  to  the 
legitimacy  of  his  performing  them.  Rights 
tend  to  be  irrevocable  in  character.  Once 
conferred  they  are  normally  not  rescinded. 

The  rights  surrounding  jobs,  positions,  and 
offices  differ.  In  general,  job  rights  tend  to  be 
uniform  for  all  job  holders.  Rights  in  positions 
usually  involve  some  discretion  as  to  when 
they  will  be  used.  Rights  of  office  may  usually 
be  exercised  with  the  greatest  amount  of  dis¬ 
cretion  by  the  office  holder. 


OBLIGATIONS 

A  sense  of  obligation  is  a  moral  compulsion 
a  person  feels  to  behave  in  particular  ways. 
Obligations  represent  personal  commitment 
to  chosen  behavior.  Obligations  are  therefore 
the  internalized  values  guiding  behavior. 

Obligations  come  into  play  only  when  the 
person  is  faced  with  a  personal  choice  among 
alternatives.  In  situations  where  alternatives 
for  behavior  are  specified  by  the  work  or¬ 
ganization,  or  an  informal  social  group,  the 
sense  of  obligation  may  not  operate. 

Illustrations  of  obligations  are  to  be  found 
in  a  number  of  realms.  Weber’s  and  Tawney’s 
emphasis  on  the  relationships  between  the 
Protestant  ethic  and  the  spirit  of  capitalism 
shows  one  kind  of  moral  obligation  that  de¬ 
velops  out  of  the  religious  values  of  Western 
society.  The  Protestant  ethic  proclaims  a 
moral  obligation  for  a  person  to  render  ade¬ 
quate  services  for  his  pay.  Another  example 
of  obligations  is  revealed  in  the  instances  of 
engineers,  accountants,  and  attorneys  em¬ 
ployed  in  a  work  organization  who,  as  pro¬ 
fessionals,  have  moral  obligations  to  follow 
the  ethics  of  their  profession,  as  well  as  to 
render  required  services  to  the  employing  or¬ 
ganization.  Where  organization  requirements 
conflict  with  professional  ethics  the  profes¬ 
sional  is  constrained  to  make  a  moral  decision 
as  to  his  personal  stand.  Still  another  example 


of  a  sense  of  obligation  is  revealed  in  the  be¬ 
havior  of  an  executive  who  displays  noblesse 
oblige  toward  his  subordinates.  Such  an  ex¬ 
ecutive  sees  himself  as  obeying  a  moral  im¬ 
perative  of  his  office. 


PRIVILEGES 

Privileges  are  the  opportunities  for  be¬ 
havior  accorded  in  interpersonal  relations. 
They  represent  what  working  associates  are 
willing  to  permit  and  accept  in  the  behavior 
of  a  person.  Privileges  are  conferred  by  as¬ 
sociates  but  they  may  also  be  withdrawn.  The 
realm  of  privileges  is  that  of  personal  associa¬ 
tion.  Since  privileges  are  the  product  of  direct 
interaction  of  people  with  each  other,  the 
bases  upon  which  privileges  are  accorded  or 
withheld  are  personal  attributes,  and  the 
evaluation  of  personal  characteristics. 

A  few  examples  of  privileges  will  make 
their  character  clear.  A  group  of  co-workers 
may  accord  to  its  most  senior  member  the 
privilege  of  having  the  “last  word”  in  a  dis¬ 
cussion.  A  president  may  extend  the  privilege 
of  free  comment  on  worldly  affairs  to  the 
company  chauffeur  while  driving  the  president 
to  his  appointments.  A  female  work  associate 
may  be  permitted  the  privilege  of  joining  male 
colleagues  in  the  coffee  break,  or  this  privilege 
may  be  withheld  from  her.  A  company 
“clown”  or  “screwball”  may  be  accorded  the 
privilege  of  publicly  kidding  superiors.  A 
superannuated  employee  may  be  accorded 
the  privilege  of  demanding  inordinate  atten¬ 
tion  to  his  personal  needs.  A  “jet  job”  (man 
who  is  promoted  more  rapidly  than  his  peers; 
a  “fair-haired  boy”)  may  be  denied  the  privi¬ 
lege  of  association  with  those  he  has  passed 
on  the  promotion  ladder.  Favored  individuals 
may  have  the  privilege  of  “getting  around” 
rules  and  regulations  accorded  them  by  others 
who  could  insist  upon  observance  of  the  letter 
of  the  law. 


SUMMARY  OF  COMPONENTS 

For  any  job,  position,  or  office,  there  are 
six  categories,  in  terms  of  which  their  char- 
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acteristics  can  be  set  forth.  These  six  features 
of  working  assignments  represent  the  socio¬ 
logically  relevant  aspects  of  working  roles  as 
they  are  defined  in  the  organization  context. 
The  discussion  of  tasks,  duties,  and  rights 


reveals  that  these  features  of  work  assign¬ 
ments  are  independent  of  the  worker.  On  the 
other  hand,  responsibility,  obligation,  and 
privileges  are  associated  with  the  personal 
characteristics  of  the  worker.17 


CITIZENS  INTO  EMPLOYEES 


We  are  now  in  a  position  to  summarize 
the  materials  of  this  chapter  and  the  preceding 
three,  to  demonstrate  the  relationships  be¬ 
tween  a  person  and  his  work.  Chart  5.4  shows 
this  set  of  relationships. 

Central  to  Chart  5.4  is  the  working  person. 
He  is  shown  as  encompassing  both  his  self 
image,  and  his  organizational  location  repre¬ 
sented  by  his  job,  position,  or  office.  These 
two  are  connected  by  arrows  showing  the 
mutual  interaction.  The  heavier  arrow  going 
from  organization  location  to  self  image  is 
intended  to  indicate  the  strong  influence  that 
the  organization  has  in  molding  behavior. 

On  the  left  hand  side  of  the  chart,  the 
person’s  social  experience  is  shown  as  in¬ 
fluencing  his  self  image.  The  social  experience 
in  turn  comprises  experiences  in  primary 
groups,  family,  general  social  institutions, 
formal  organizations  or  reference  groups  out¬ 
side  the  work  organization,  and  schooling, 
training,  and  prior  technical  experience. 

On  the  right  side  of  the  chart,  the  funda¬ 
mental  human  relations  of  work  organizations, 
power,  authority,  and  status,  are  shown  as  the 
connecting  links  among  all  the  jobs,  positions, 
and  offices  of  the  organization.  In  turn,  these 
fundamental  human  relations  are  also  shown 
as  the  basis  from  which  are  derived  the  four 
behavior  systems  of  work,  the  technological 
system,  the  formal  system,  the  non-formal 
system  and  the  informal  system,  examined  in 
detail  in  Chapter  4. 

We  can  see  jobs,  positions,  and  offices 
linked  together  into  structures  according  to 
the  distributions  of  power,  authority,  and 
status  for  the  particular  work  organization. 
There  is  derived  from  these  fundamental  hu¬ 


man  relations  particular  systematic  ways  of 
behaving  that  give  to  each  person  established 
action  patterns  for  carrying  out  his  working 
assignments. 

The  four  behavior  systems  have  differen¬ 
tial  impact  on  the  components  of  jobs,  posi¬ 
tions,  and  offices.  Some  of  the  behavior  sys¬ 
tems  are  significant  for  one  or  only  a  few  of 
the  components.  The  arrows  connecting  the 
behavior  systems  with  the  components  of  jobs, 
positions,  and  offices  indicate  the  major  bonds 
of  relationships.  These  components  of  organ¬ 
ization  location  are  also  shown  as  influenced 
by  aspects  of  the  person’s  social  experience. 
Finally,  the  six  components  of  organization 
location  are  shown  as  the  determinants  of 
job,  position,  or  office. 

In  Chart  5.4  we  have  organized  the  an¬ 
alytical  materials  of  the  three  preceding  chap¬ 
ters  and  this  one  into  a  model  of  the  relation¬ 
ships  between  a  person  and  his  work.  It  will 
be  recalled  that  we  started  this  chapter  with 
the  problem  of  determining  what  happens  to 
the  person  when  he  brings  his  experience 
from  the  larger  society  into  his  place  of  work. 
We  asked  how  his  self-conception  as  a  worker 
was  formed,  and  sought  to  locate  the  features 
of  his  work  assignment  that  mold  him  into 
a  productive  worker  capable  of  adequate 
working  performance  . 

Chart  5.4  presents  the  general  outlines  of 
the  connections  between  a  person  and  the 
basic  features  of  his  work  and  working  en¬ 
vironment.  This  provides  a  theoretical  frame¬ 
work  you  will  find  useful  in  the  remainder  of 
this  volume,  in  research  on  working  behavior, 
and  in  your  personal  experience  as  members 
of  work  organizations. 


CHART  5.4 

WORKING  BEHAVIOR  IS  THE  PRODUCT  OF  COMPLEX  INTERACTIONS  BETWEEN  SOCIETY  AND  WORK  ORGANIZATION 


JOBS,  POSITIONS,  OFFICES 


91 


92 


ORGANIZATION  OF  WORK 


NOTES  FOR 

1  Specialization  of  operations  is  recognized  as 
the  fundamental  feature  of  the  horizontal  division 
of  labor  in  the  leading  studies.  One  of  the  more 
thoughtful  analyses  of  complex  problems  of  sub¬ 
division  by  specialization,  and  the  resulting  need  for 
coordination,  is  found  in  J.  D.  Mooney  and  A.  C. 
Reiley,  The  Principles  of  Organization  (New  York: 
Harper  &  Brothers,  1939). 

2  R.  W.  Porter,  Design  for  Industrial  Coordina¬ 
tion  (New  York:  McGraw-Hill  Book  Co.,  Inc., 
1941),  has  given  particular  attention  to  the  issues 
raised  in  defining  the  boundaries  between  operations 
in  Chapter  4,  “Jurisdiction  Processes  of  Industrial 
Coordination.” 

3  All  analysts  of  management  define  the  functions 
performed  by  management.  Fredrick  W.  Taylor 
urged  that  functional  specialization  be  extended 
throughout  the  ranks  of  management,  making  spe¬ 
cialists  of  all  managers,  the  description  of  whose 
functions  could  be  made  in  terms  of  the  require¬ 
ments  of  their  specialty.  F.  W.  Taylor,  Shop  Man¬ 
agement  (New  York:  Harper  &  Brothers,  1911). 
Chester  I.  Barnard  has  declared  the  functions  of 
executives  to  be:  “first,  to  provide  the  system  of 
communication;  second,  to  promote  the  securing  of 
essential  efforts;  and,  third,  to  formulate  and  define 
purpose”  The  Functions  of  the  Executive  (Cam¬ 
bridge:  Harvard  University  Press,  1938),  p.  217. 
Robert  Tannenbaum  has  defined  managers  as  “those 
who  use  formal  authority  to  organize,  direct,  or 
control  responsibile  subordinates  in  order  that  all 
service  contributions  be  coordinated  in  the  attain¬ 
ment  of  an  enterprise  purpose.”  “The  Manager  Con¬ 
cept:  A  Rational  Synthesis,”  Journal  of  Business, 
22:225-241  (October,  1949). 

4  Mary  P.  Follett,  “The  Meaning  of  Responsi¬ 
bility  in  Business  Management,”  in  H.  C.  Metcalf 
(ed.)  Business  Management  as  a  Profession  (Chi¬ 
cago:  A.  W.  Shaw  Co.,  1927)  lays  stress  on  the 
balance  between  functional  authority  and  final  au¬ 
thority. 

5  Some  sense  of  these  dilemmas  can  be  secured 
from  M.  C.  Niles,  Middle  Management:  The  Job  of 
the  Junior  Executive  (New  York:  Harper  &  Brothers, 
1941). 

6  Directing,  as  we  use  the  term,  is  equivalent  to 
supervision.  There  is  a  vast  literature  of  the  “how  to 
do”  character  dealing  with  supervision.  Some  of  the 
better  analyses  of  supervision  include:  Ernest  Dale, 
The  Development  of  Foremen  in  Management, 
American  Management  Association  Research  Re¬ 
port  No.  7,  (1945);  Melville  Dalton,  “The  Role  of 
Supervision,”  Chapter  13  in  A.  Kornhauser,  R. 
Dubin,  A.  Ross  (eds.),  Industrial  Conflict  (New 
York:  McGraw-Hill  Book  Co.,  1954);  Floyd  Mann 
and  J.  Dent,  “The  Supervisor:  Member  of  Two 
Organization  Families,”  Harvard  Business  Review, 
32:103-112  (December,  1954);  F.  J.  Roethlisberger, 
“The  Foreman— Master  and  Victim  of  Double  Talk,” 
Harvard  Business  Review,  23:283-298  (Spring,  1945); 
W.  F.  Whyte  and  B.  B.  Gardner,  “The  Man  in  the 
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Middle:  Position  and  Problems  of  the  Foreman,” 
Applied  Anthropology,  4:1-28  (Spring,  1945);  and 
D.  E.  Wray,  “Marginal  Men  of  Industry:  The  Fore¬ 
men,”  American  Journal  of  Sociology,  54:298-301 
(January,  1949). 

7  An  interesting  example  of  collusion  between 
foreman  and  workers  is  reported  by  Donald  Roy, 
“Efficiency  and  ‘The  Fix’:  Informal  Intergroup  Re¬ 
lations  in  a  Piece-work  Machine  Shop,”  American 
Journal  of  Sociology,  60:255-26 6  (November,  1954). 

8  Special  kinds  of  industrial  controls,  such  as 
cost  control  and  production  control,  have  elaborate 
technologies  developed  for  their  accomplishment. 
The  human  consequences  of  organization  controls 
and  the  exercise  of  controlling  authority  are  espe¬ 
cially  examined  in:  Melville  Dalton,  “Industrial 
Controls  and  Personal  Relations,”  Social  Forces, 
33:244-249  (March,  1955);  Edward  Gross,  “Some 
Functional  Consequences  of  Primary  Controls  in 
Formal  Work  Organizations,”  American  Sociological 
Review,  18:368-373  (August,  1953);  and  Alexander 
Vucinich,  “The  Structure  of  Factory  Control  in  the 
Soviet  Union,”  American  Sociological  Review,  15: 
179-186  (April,  1950). 

9  Mooney  and  Reiley,  The  Principles  of  Organi¬ 
zation,  place  particular  emphasis  on  the  authority 
activity  of  coordination  in  management.  Their  analy¬ 
sis  of  the  complex  coordinating  problems  in  the 
management  of  large  scale  industry  is  outstanding 
for  its  insight. 

10  Analyses  of  business  leadership  are  always  torn 
between  recognizing  the  conserving  functions  of 
authority,  and  its  innovating  functions.  A  gcod 
treatment  that  seeks  to  state  the  balancing  points 
between  conserving  and  innovating  is:  Chris  Argyris, 
Executive  Leadership  (New  York:  Harper  & 
Brothers,  1953).  The  extent  to  which  innovation 
can  be  physically  removed  from  the  organization  is 
revealed  in  the  role  of  industrial  consultants,  who 
are  hired  to  develop  specific  innovations.  Univer¬ 
sities  have  even  established  large  consulting  activities 
to  serve  business  firms.  Stanford  University  has  the 
Stanford  Research  Institute,  with  world-wide  offices, 
and  Illinois  Institute  of  Technology  has  associated 
with  it  the  Armour  Research  Foundation.  Both 
research  organizations  provide  extensive  develop¬ 
ment  and  innovation  services  to  business  firms  and 
government  agencies. 

11  This  conflicts  with  Barnard’s  conclusion  that 
upper  levels  of  management  also  need  habituation 
in  a  particular  organization  to  make  it  work.  See 
“Education  for  Executives,”  Chapter  7  in  Chester 
I.  Barnard,  Organization  and  Management  (Cam¬ 
bridge:  Harvard  University  Press,  1948),  pp.  201  ff. 

12  An  interesting  and  rather  unusual  dilemma 
created  by  promotion  from  the  ranks  is  illustrated 
in  the  printing  industry,  where  foremen  retain  their 
union  membership  and  are  confronted  with  conflict¬ 
ing  loyalties.  See  E.  F.  Baker,  “The  Printing  Press¬ 
room  Foreman— Union  Man:  A  Case  Study,”  Indus- 
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trial  and  Labor  Relations  Review,  4:367-385  (April, 
1951). 

13  See  Chapter  16,  “Work  Groups  and  Work,” 
where  the  organizational  significance  of  cliques  is 
analyzed. 

14  An  excellent  treatment  of  organization  offices 
is  contained  in  E.  C.  Hughes,  “Institutional  Office 
and  the  Person,”  American  Journal  of  Sociology, 
43:404-414  (November,  1937).  Our  distinction  be¬ 
tween  jobs  and  positions  is  based  upon  the  criteria 
established  in  the  subsequent  discussion  of  this  sec¬ 
tion  of  the  chapter. 

15  It  should  be  noted  that  we  are  emphasizing  the 
differential  recruitment  criteria  for  jobs,  positions, 
and  offices.  Parsons  has  emphasized  that  the  indus¬ 
trial  division  of  labor  has  led  to  the  use  of  univer- 
salistic  recruitment  criteria.  That  is,  criteria  of  selec¬ 
tion  cut  across  the  entire  population  and  do  not 
depend  on  previously  established  social  ties.  Tal- 
cott  Parsons,  Essays  in  Sociological  Theory,  Pure 
and  Applied  (Glencoe:  The  Free  Press,  1949), 
Chapter  9,  The  Motivation  of  Economic  Activities.” 


Parsons’  point  serves  to  distinguish  recruitment  for 
industrial  organizations  from  recruitment  for  other 
types  of  social  organizations,  for  example,  a  volun¬ 
tary  association.  Our  distinction  differentiates  the 
various  recruitment  criteria  used  within  industrial 
organization  for  selecting  various  classes  of  person¬ 
nel. 

16  The  way  in  which  the  individual  faces  the  re¬ 
quirement  of  exercising  initiative  is  tied  up  with  his 
personality.  In  this  connection  see:  E.  C.  Hughes, 
“Personality  Types  and  the  Division  of  Labor,” 
American  Journal  of  Sociology,  33:754-768  (March, 
1928);  and  W.  E.  Henry,  “The  Business  Executive: 
A  Study  in  the  Psycho-dynamics  of  a  Social  Role,” 
American  Journal  of  Sociology,  54:286-291  (Janu¬ 
ary,  1949). 

17  The  components  of  jobs,  positions,  and  offices 
are  analytical  categories  generally  used.  Specific 
references  will  be  given  later  in  the  volume  where 
aspects  of  work  assignment  components  are  analyzed 
in  detail. 


People  working  together  get  together.  Social  interaction  is  the  normal  conse¬ 
quence  of  personal  contact.  When  personal  contacts  are  repeated  the  relation¬ 
ship  may  become  a  group.  These  two  men,  cutters  in  a  glove  factory,  make  up 
a  close-knit  two  man  group. 


Chapter 


GROUP  LIFE  OF  ORGANIZATIONS 


w/ 

W  ork  in  modem  society  typically  re¬ 
quires  working  with  others  to  produce  the 
goods  and  services  expected.  It  is,  therefore, 
necessary  to  examine  the  human  conse¬ 
quences  of  rubbing  elbows  with  other  people 
at  work. 

In  the  preceding  chapters  we  have  exam¬ 


ined  the  formal  aspects  of  work  organizations 
and  the  relations  of  individuals  to  them.  In 
this  chapter  we  will  view  work  organizations 
as  continuous  associations  of  human  beings. 
We  are  concerned  here  with  (A)  the  roots 
of  sociability  at  work,  and  (B)  the  forms 
group  interaction  takes. 
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BASES  OF  SOCIABILITY  AT  WORK 


Human  beings  at  work  are  not  simply  sub¬ 
stitutes  for  machines.  They  are  motivated  peo¬ 
ple  with  sentiments,  ideas,  emotions,  and 
feelings.  There  are  goals  towards  which  work¬ 
ers  strive  that  may  or  may  not  be  compatible 
with  those  of  their  work  organization.  There 
are  interests  that  each  person  carries  to  his 
job  that  may  be  more  important  to  him  than 
his  work.  At  any  given  moment,  a  worker’s 
attention  is  likely  to  be  divided,  focusing 
partly  on  the  tasks  before  him,  and  partly  on 
interests  only  remotely  related  to  work.  Fur¬ 
thermore,  in  most  kinds  of  employment,  there 
is  constant  interaction  with  other  human  be¬ 
ings.  Out  of  long  prior  experience  people 
react  to  each  other  at  work  as  they  would 
anywhere  else  in  the  society — with  interest, 
affection,  good  humor,  indifference,  contempt, 
and  anger.  However  demanding  are  the  re¬ 
quirements  of  a  job,  people  manage  to  sur¬ 
round  their  work  with  satisfying  human  rela¬ 
tionships  that  have  little  or  nothing  to  do 
with  filling  the  job. 

The  very  nature  of  human  personality  has 
within  it  the  roots  of  group  life  in  organiza¬ 
tions.  The  social  life  in  organizations  results 
from  the  human  qualities  of  persons,  as  they 
find  and  hold  a  place  among  fellow  workers. 

We  will  first  examine  some  of  the  bases 
of  group  life  in  organizations.  An  understand¬ 
ing  of  why  we  find  social  groups  in  any  kind 
of  organized  activity  will  give  us  a  better  un¬ 
derstanding  of  the  forms  such  social  life 
takes. 


HUMAN  SOCIABILITY 

A  human  being,  once  socialized,  needs  to 
continue  to  be  with  other  people.  In  a  more 
rigorous  fashion  we  can  state  this  proposition 
as  follows:  to  remain  human  requires  con¬ 
tinuous  meaningful  relations  with  other  hu¬ 
man  beings. 

Reflection  on  education  and  socialization 
through  adulthood  reveals  the  significance  of 
this  proposition.  Maturing  involves  commu¬ 
nication  with  other  persons.  At  birth,  inter¬ 
action  is  limited  almost  exclusively  to  the 


family,  and  particularly  the  mother.1  Patterns 
of  learned  behavior  gradually  broaden  out  to 
include  non-family  members.  Eventually  in 
adulthood  the  preponderance  of  interactions 
in  the  daily  round  of  life  tends  to  be  with 
people  outside  the  immediate  family.2  The 
social  personality  of  the  individual  is  both  a 
product  of  his  interaction  with  others,  and 
dependent  on  such  interaction  for  its  con¬ 
tinuation.3 

We  start  with  the  assumption  that  there  is 
at  least  a  minimum  amount  of  social  inter¬ 
action  of  a  relatively  free  and  unstructured 
sort  each  person  requires  in  his  daily  life. 
Once  we  have  learned  to  communicate  with 
others,  we  feel  strained  when  opportunities 
for  communication  are  limited.  Learning  to 
interact  meaningfully  with  other  people  makes 
us  depend  on  interaction  as  a  normal  part 
of  daily  living.  We  have  a  striking  example 
of  what  physical  isolation  means  in  the  an¬ 
alysis  that  the  late  Admiral  Byrd  made  of  his 
lengthy  period  alone  in  the  Antarctic.4 

The  extent  to  which  informal  interaction 
is  valued  in  our  society  is  revealed  in  our 
systems  of  punishment.  One  of  the  most  ex¬ 
treme  forms  of  penal  punishment  is  solitary 
confinement.  The  notable  thing,  of  course, 
about  solitary  confinement  is  that  the  punish¬ 
ment  is  social,  not  physical.  It  is  isolation 
from  fellow  human  beings  that  is  punishing.5 

In  most  work  there  is  a  relatively  high  de¬ 
mand  for  attention  to  the  job.  Each  individual 
is  expected  to  carry  out  his  allotted  tasks,  and 
to  put  its  accomplishment  first.  Indeed,  it  is 
one  of  the  consequences  of  mass  production 
that  the  worker’s  attention  and  pace  of  work 
are  geared  to  the  production  process.6  Under 
such  circumstances  opportunities  for  informal 
interaction  with  fellow  workers  tend  to  be 
limited. 

Yet  the  simple  fact  of  the  matter  is  that 
almost  all  workers  find  one  way  or  another 
to  establish  informal  relations  with  other  peo¬ 
ple  on  the  job.  In  some  kinds  of  jobs  it  is 
possible  to  work  and  talk  at  the  same  time. 
An  observer  may  be  surprised  to  see  a  worker 
doing  a  relatively  intricate  task,  to  which  he 
has  long  since  become  habituated,  and  at  the 
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same  time  carry  on  animated  conversations 
with  those  around  him.  However,  such  cir¬ 
cumstances  are  not  wholly  typical  in  industry 
and  commerce.  There  is  the  opposite  extreme 
in  which  people  are  in  close  physical  contact, 
but  because  of  the  speed  of  operations,  the 
noise  surrounding  the  work,  or  other  barriers, 
they  are  not  in  a  position  to  exchange  even 
the  simplest  pleasantries. 

Work  itself  has  first  claim  on  the  time  and 
attention  of  workers.  The  need  for  informal 
associations  at  work  is  amplified  by  the  very 
pressures  of  work  that  minimize  opportunities 
for  such  interaction.  Where  informal  relations 
do  not  develop  naturally  while  working,  or 
during  slack  or  rest  periods,  the  needs  for 
sociability  will  be  satisfied  in  the  comradeship 
of  the  washroom,  during  lunch  periods,  or  by 
extending  official  interactions  to  include  “pass¬ 
ing  the  day”  and  “shooting  the  breeze”  kind 
of  talk. 

The  origin  of  informal  relations  at  work 
lies  in  the  demands  of  the  human  personality 
for  free  interaction  with  other  people.  In  the 
very  nature  of  work  organizations,  like  busi¬ 
ness  firms,  government  bureaus,  or  even  edu¬ 
cational  institutions,  it  is  difficult  deliberately 
to  design  informal  relations  into  the  organiza¬ 
tion.  Management  would  appear  ridiculous 
in  its  own  eyes,  and  certainly  to  its  employees, 
if  it  took  seriously  a  claim  that  “this  firm  is 
just  one  big  happy  family.”  A  lathe  operator 
would  certainly  feel  sheepish  if  he  took  the 
notion  just  to  pop  over  to  see  Bill  in  the  main¬ 
tenance  department,  turning  off  his  lathe  and 
forgetting  aoout  the  production  schedule  to 
satisfy  an  urge  to  chat  with  a  “family”  mem¬ 
ber.  The  collective  stacks  of  management, 
from  foreman  to  president,  would  blow  at 
such  behavior. 

Being  able  freely  to  choose  the  people  you 
want  to  talk  to,  and  the  times  for  being  with 
them,  is  inimical  to  work  regimes  and  pro¬ 
duction  schedules.  The  best  management  can 
do  is  provide  opportunities  for  informal  asso¬ 
ciation.  These  must  be  legitimized  by  manage¬ 
ment,  like  the  coffee  break,  or  the  personal 
relief  period.  Out  of  informal  relations  will 
develop  groups  with  relatively  permanent 
existence.  These  groups  are  the  locus  of  most 
informal  interaction  in  work  organizations. 

When  a  person  takes  his  place  at  work  he 


does  not  lose  his  interest  or  desire  to  establish 
satisfactory  and  continuous  informal  relations 
with  fellow  workers.  This  is  a  need  of  his  per¬ 
sonality.  This  need  will  be  satisfied  in  the  in¬ 
formal  relations  at  work  and  in  the  groups 
that  sustain  them. 


COMMON  INTEREST 

The  one  location  most  continuously  occu¬ 
pied  during  waking  hours  is  the  work  place. 
Most  individuals  at  the  present  time  spend 
approximately  eight  hours  a  day  working  at 
some  paying  job.  This  is  the  longest  con¬ 
tinuous  segment  of  their  daffy  life.  It  should 
hardly  be  surprising,  then,  that  at  work  each 
individual  finds  a  common  set  of  interests  with 
co-workers.  This  common  set  of  interests  ex¬ 
tends  well  beyond  immediate  work  problems 
and  job  subjects. 

Any  attentive  listening  to  the  kind  of  talk 
taking  place  among  workers  will  reveal  com¬ 
mon  interests  like  sports,  sex,  public  affairs, 
personalities,  and  many  others.7  During  eight 
hours  each  day  these  common  interests  are 
brought  to  the  fore  and  made  topics  of  con¬ 
versation.  It  is  important  to  note  that  almost 
all  of  the  informal  interaction  is  verbal.  Con¬ 
versation  is  the  major  mode  of  interaction, 
and  gossip  is  its  major  subject.  There  may, 
of  course,  be  games  and  horseplay  like  that 
displayed  in  the  Bank  Wiring  Room  among 
the  wiremen  and  soldermen.  These  men  en¬ 
gaged  in  “binging,”  a  hard  blow  to  the  upper 
arm,  whose  recipient  was  always  privileged 
to  repay  the  attacker.8 

The  group  life  of  work  organizations  is  also 
a  consequence  of  daffy  eight-hour  interaction 
among  co-workers.  In  this  continuous  asso¬ 
ciation  there  are  expressed  the  common  in¬ 
terests,  aspirations,  hopes,  and  desires  of  men 
at  work.  A  bond  of  unity  is  forged  around 
common  interests  that  become  the  basis  for 
informal  groups. 

REQUIRED  INTERACTION 

Minimum  activities  necessary  to  fill  a  job 
successfully  are  usually  defined  in  advance 
for  the  individual  who  takes  a  job.  This  in- 
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eludes  work  activities,  authority  relations,  and 
power  relations  with  individuals  whose  co¬ 
operation  is  necessary  in  order  to  get  the  job 
done.  There  are  relatively  few  jobs  in  com¬ 
merce  and  industry  which  do  not  require,  at 
some  point  in  their  daily  performance,  sig¬ 
nificant  interaction  with  other  people.  There 
is  “built  into”  the  structure  of  an  organiza¬ 
tion,  in  dependent  jobs,  need  for  interaction 
among  fellow  workers,  and  between  those 
in  authority  and  those  subordinate  to  them. 
The  organization  is  built  on  channeling  inter¬ 
actions  between  people. 

There  is  no  guarantee  that  conversation 
and  contact  demanded  by  organizational  re¬ 
quirements  and  technological  needs  will  be 
limited  solely  to  business.  Indeed,  it  is  a 
familiar  observation  that  the  business  of  an 
organization  could  be  conducted  in  a  rela¬ 
tively  short  time  by  those  who  communicate 
with  each  other  to  carry  it  out.  Nevertheless, 
communication  is  prolonged,  and  talk  is 
usually  carried  over  into  areas  that  are  only 
remotely  related  to  business  at  hand.  Out  of 
required  interaction  come  free  talk  and  neigh¬ 
boring  that  provide  an  outlet  for  informal 
relations. 

Interactions  necessary  to  get  work  done  are 
often  continued  beyond  work  needs.  Group  life 
at  work  grows  up  during  these  periods  of 
freely  chosen  association. 

INDIVIDUAL  JOB  DECISIONS 

Manuals  of  operations,  and  job  descrip¬ 
tions  of  work  organizations,  contain  a  tre¬ 
mendous  amount  of  detail.  Yet  if  workers  on 
the  job  are  asked  if  their  written  and  spoken 
instructions  typically  cover  every  activity  con¬ 
fronting  them,  the  answer  is  usually  “no.” 
Almost  every  job  has  problematic  character¬ 
istics  about  which  the  job  holder  can  make 
decisions. 

The  personal  decisions  about  work  activi¬ 
ties  usually  involve  other  people.  A  worker 
may  consult  his  foreman  about  what  to  do. 
The  choice  may  involve  a  joint  decision  on 
the  part  of  several  people  before  the  activity 
can  continue.  In  other  instances,  a  worker 
may  consult  with  more  experienced  fellow 
workers  before  reaching  his  own  job  decision. 


The  general  point  is  that  no  organization 
can  completely  eliminate  the  need  for  con¬ 
sultation  with  others  in  order  to  carry  out 
job  activities.  This  becomes  particularly  evi¬ 
dent  in  the  advice  sought  and  given  in  making 
job  decisions.  The  person  being  helped  values 
the  advice  of  his  more  experienced  co-work¬ 
ers,  who  usually  appreciate  the  compliment  of 
being  asked.  There  is  then  built  still  another 
bond  among  fellow  workers  making  possible 
informal  groups  and  personal  allegiance  to 
them. 


PERSONNEL  TURNOVER 

Turnover  of  personnel,  because  of  quitting, 
retirement,  firing,  or  transfer,  necessarily 
changes  the  patterns  of  existing  ties  among 
people  working  together.  No  two  people  be¬ 
have  in  precisely  the  same  fashion.  When  a 
person  succeeds  another  in  a  job,  new  pat¬ 
terns  of  interaction  with  co-workers  are  de¬ 
veloped,  different  from  those  of  the  predeces¬ 
sor.  The  new  man  and  his  working  associates 
go  through  a  period  of  mutual  adjustment  to 
each  other.9 

Every  time  a  new  person  comes  onto  a  job, 
there  is  a  heightened  self-consciousness  about 
him  and  his  place  among  his  peers.  The  new 
man  becomes  aware  of  the  need  to  secure 
cues  for  informal  relations  from  the  behavior 
of  the  people  around  him.  They,  in  turn,  “size 
up”  the  new  man  preparatory  to  reaching  a 
collective  judgment  about  him. 

Turnover  of  workers  is  very  frequent  in 
American  work  organizations.  Rapid  turnover 
keeps  people  self-conscious  about  judgments 
regarding  each  other.  Turnover  also  leads  to 
more  or  less  self-conscious  reaffirmation  of 
valued  informal  bonds.10  In  this  sense,  then, 
personal  turnover  establishes  the  initiation 
procedures  for  bringing  new  people  into  in¬ 
formal  groups,  and  leads  to  an  affirmation  of 
the  boundaries  of  the  group. 

JOB  LEISURE  AND  FREE  TIME 

Workers  either  find  free  time  on  their  jobs, 
or  make  it.  This  free  time  ranges  from  com¬ 
plete  idleness11  to  relative  inattention  while  an 
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activity  is  being  carried  out.12  Between  these 
extremes  lie  many  and  varied  situations  in 
which  leisure  time  while  working  is  available 
to  the  worker. 

Free  time  on  the  job  is  typically  filled  by 
voluntary  association  with  co-workers.  A  man 
with  time  on  his  hands  seeks  the  company  of 
other  people. 

Job  leisure  leads  to  a  number  of  relatively 
annoying  personnel  problems,  such  as  talking 
and  gossiping  while  working,  and  prolonging 
of  smoking  and  coffee  breaks.  Another  exam¬ 
ple  is  the  person  whose  job  leisure  permits  him 
to  become  a  rover,  going  from  place  to  place, 
and  from  desk  to  desk,  just  to  pass  the  time  of 
the  day.  These  are  just  a  few  among  many  pos¬ 
sible  examples  of  the  ways  in  which  job  leisure 
is  used  to  seek  human  company. 

There  is  always  a  neat  problem  for  manage¬ 
ment  to  balance  reasonable  job  leisure  against 
prudent  use  of  the  free  time.  Members  of  man¬ 
agement  are  often  irritated  into  wanting  to 
restrict  the  amount  of  job  leisure  because  of 
their  dislike  for  the  ways  in  which  it  is  used. 
Men  who  shoot  craps,  or  tell  dirty  stories  in 
the  wash  room  during  a  break  may  appear 
to  be  wasting  a  rest  period  in  the  eyes  of  man¬ 
agement,  perhaps  justifying  shortening  or  elim¬ 
inating  the  rest  period.  What  is  not  so  obvious 
is  that  the  break  period  is  used  for  social 
relaxation  as  well  as  physiological  rest.  There 
is  as  much  need  to  be  in  the  easy  company  of 
friends  as  there  is  need  to  rest  weary  muscles. 

Job  leisure  is  used  to  seek  and  enjoy  the 
company  of  friends  and  associates.  The  mere 
availability  of  free  time  on  the  job  permits 
informal  associations  to  develop,  out  of  which 
come  the  social  groups  of  work. 

ENVIRONMENTAL  CHANGES 

Any  organization  operates  in  an  environ¬ 
ment  larger  than  itself.  This  environment  has 
many  uncontrollable  features,  that  cannot  be 
influenced  by  any  action  taken  within  the 
organization.  Thus,  a  downward  or  upward 
swing  of  the  business  cycle  can  only  be  an¬ 
ticipated — it  can  scarcely  be  influenced  by  ac¬ 
tions  taken  within  a  single  firm. 

Some  degree  of  flexibility  is  “built  into”  a 
work  organization  to  permit  tactical  moves 


for  adjusting  to  changes  in  the  larger  environ¬ 
ment.  This  organizational  flexibility  is  based 
upon  an  expectation  of  indeterminacy.  Inde¬ 
terminacy  is  being  acknowledged  when  a  per¬ 
son  is  called  upon  to  exercise  initiative  in 
carrying  on  a  task.  Indeterminacy  takes  an 
even  more  positive  expression  where  staff 
organizations  are  given  the  specialized  tasks 
of  forecasting  or  predicting  the  future  of  busi¬ 
ness  affairs. 

However  indeterminacy  is  handled  in  the 
organization,  it  produces  another  possibility 
for  interaction  among  co-workers.  People  talk 
to  each  other,  trying  to  assemble  the  best 
knowledge,  information,  and  judgments  to  face 
an  uncertain  future.  A  good  deal  of  time  is 
spent  with  other  members  of  the  organization 
and  superiors  seeking  approval  or  support  for 
decisions  that  will  affect  future  operations.13 

The  environment  of  operations  is  also  the 
work  organization  itself.  This  environment 
changes  too.  A  company  may  be  growing 
rapidly,  adding  new  plants  and  personnel.  It 
may  be  diversifying  and  adding  new  products, 
or  changing  designs  and  production  processes 
on  existing  products.  In  general,  work  organ¬ 
izations  tend  to  be  dynamic  and  therefore  to 
change  much  of  the  time.  Adjustments  to 
internal  changes  produce  the  same  kinds  of 
personal  discourse  as  adjustments  to  changes 
in  the  external  environment.  People  are  thrown 
together  to  talk  about  the  impending  changes 
and  their  direction  and  consequences. 

Any  environmental  changes  affecting  a 
work  organization  provide  additional  reasons 
for  person-to-person  interaction  among  its 
members.  Changes  become  the  natural  sub¬ 
jects  of  gossip.  Changes  demand  decisions, 
and  prolonged  discourse  to  make  them.  Un¬ 
certainty  about  the  future  heightens  social 
interaction  among  work  organization  members 
and  provides  still  another  basis  for  informal 
relations  and  groups. 

INNOVATION  AND  NEW  DISCOVERY 

A  number  of  different  methods  exist  for 
finding  new  ways  to  perform  established  tasks 
of  an  organization.  Individual  workers  may 
be  permitted  leeway  in  the  behavior  systems 
of  work  so  that  new  discoveries  may  be  made 
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about  work.  Formal  suggestions  systems  may 
be  established  to  encourage  employees  to  share 
new  ideas  with  management.  The  organization 
may  even  establish  special  research  depart¬ 
ments  to  develop  innovations.  Seeking  after 
better  ways  of  doing  things  is  part  of  the 
broad  secular  trend  in  our  society  toward 
increasing  rationality  in  the  design  and  man¬ 
agement  of  the  formal  organizations  of  society. 

The  introduction  of  discoveries  follows  an 
elaborate  course.  Ideas  may  be  tried  with 
colleagues  first.  There  may  follow  elaborate 
steps  of  testing,  reworking,  and  continuous 
consultation  with  those  affected  about  design 
and  operations.14  Later  the  suggestion  may  be 
submitted  to  the  officials  of  the  organization 
for  formal  management  action.  If  affirmative 
action  is  taken,  there  usually  follows  a  testing 
period  in  which  further  modifications  may  be 
suggested  and  adopted. 

Introducing  new  ideas  entails  a  high  degree 
of  interaction  and  communication  among 
members  of  an  organization.  Even  when  new 
ideas  are  rejected,  their  consideration  usually 
involves  prolonged  deliberations,  not  to  men¬ 
tion  the  kind  of  griping  and  public  disgruntle- 
ment  displayed  by  the  originator  of  the  new 
ideas  when  the  adverse  decision  is  an¬ 
nounced.15 

Change  is  one  of  the  most  universal  char¬ 
acteristics  of  working  life.  It  is  always  a  signal 
for  comment  and  evaluation.  Indeed,  where 
we  have  had  experiments  with  deliberate 
changes,  they  have  not  only  been  noticed  and 
talked  about,  but  they  have  even  affected 
working  behavior  because  of  a  presumption 
about  the  effects  of  the  change.  In  the  Western 
Electric  studies,  workers  increased  output 
when  they  saw  the  janitor  change  the  light 

TYPES  OF  VOLUN 

The  social  life  of  organizations  takes  many 
forms.  Individuals  in  isolation  may  play  a  sig¬ 
nificant  role  in  the  organization.  We  can  also 
see  fairly  large  organized  groups  performing 
certain  functions,  and  affecting  significantly 
an  organization.  Between  these  extremes,  there 
he  a  number  of  different  forms  of  group  life. 
In  this  section  we  will  examine  some  of  the 
more  commonly  found  social  groups  of  work 


bulbs  where  they  worked,  even  though  the 
replacement  bulbs  were  of  identical  wattage, 
or  even  gave  less  illumination.16 

Change,  which  is  usually  justified  as  a  new 
idea  or  innovation,  heightens  human  inter¬ 
action  at  work.  Sides  are  taken  approving  or 
condemning  the  changes.  People  are  thrown 
together,  faced  with  the  problem  of  confront¬ 
ing  change,  and  find  much  of  their  discussion 
taking  place  at  an  informal  level.  Here  is  still 
another  source  of  informal  groups  in  work 
organizations. 

ROOTS  OF  GROUP  LIFE — SUMMARY 

We  can  now  outline  the  sources  of  group 
life  of  organizations  as  follows: 

I.  Fundamental  condition  for  social  life  of 

organizations  is  human  sociability. 

II.  In  the  organization 

A.  Large  amount  of  continuous  time  spent 
together  develops  common  interests  of 
co-workers. 

B.  Technological  and  formal  systems  re¬ 
quire  interaction  and  necessitate  indi¬ 
vidual  job  decisions  which  also  entail 
interaction. 

C.  Established  interaction  patterns  between 
co-workers  are  always  interrupted  and 
re-established  by  turnover  of  personnel. 

D.  Social  void  created  by  leisure  and  free 
time  on  job  is  typically  filled  by  in¬ 
formal  social  interaction. 

III.  Environment  of  the  organization 

A.  Both  external  and  internal  environ¬ 
mental  changes  result  in  heightened  in¬ 
teraction  among  organization  members. 

B.  Markedly  heightened  interaction  occurs 
during  innovation  and  new  discovery 
affecting  established  behavior  systems 
within  organization. 

TARY  GROUP  LIFE 

organizations.  In  Chapter  16,  we  will  analyze 
in  detail  the  many  ways  in  which  social  groups 
affect  work. 

THE  PAIR 

A  common  form  of  interpersonal  associa¬ 
tion  within  the  organization  is  the  pair.  Two 
individuals  may  often  be  thrown  together  in 
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the  performance  of  their  job  so  that  they  con¬ 
stitute  a  technologically  oriented  team  of  two. 
While  this  may  provide  an  initial  basis  for 
association,  it  is  not  always  certain  that  there 
will  develop  the  kind  of  social  interaction  be¬ 
tween  two  people  so  related  that  they  will 
take  on  real  group  characteristics. 

The  pair  is  usually  united  by  a  number  of 
reciprocal  ties  of  affection,  shared  ideas,  loyal¬ 
ty,  common  ideals,  and  similar  norms.  These 
qualities  shared  between  the  members  of  the 
pair  give  them  a  great  deal  of  sympathy  for 
each  other  and  an  ability  to  understand  and 
accept  each  other’s  behavior.17 

Under  some  circumstances,  the  members 
of  the  pair  may  behave  toward  each  other  as 
relative  equals.  There  may  be  no  outward 
evidence  of  domination  by  one  or  the  other 
member.  Observing  their  actual  behavior,  it 
is  possible  to  see  them  interchanging  roles  as 
they  interact  with  each  other.  Thus,  for  ex¬ 
ample,  if  they  are  in  the  habit  of  eating  to¬ 
gether  there  may  be  an  established  system  of 
informal  exchange  of  favors,  like  buying  each 
other’s  drinks.  Typically,  this  exchange  of 
favors  balances  out  over  the  long  run  so  that 
neither  of  the  individuals  is  permanently  in¬ 
debted  to  the  other. 

The  pair  relationship  involves  identity  of 
personality,  ideas,  feelings,  and  emotions  of 
the  members.  They  appear  to  an  observer  as 
sharing  a  number  of  common  characteristics. 
The  members  of  the  pair  tend  to  behave  and 
act  alike.18 

Another  kind  of  a  paired  relationship  is 
one  in  which  the  members  of  the  pair  have 
unlike  characteristics.  For  example,  a  sophis¬ 
ticated  person  may  have  a  relative  fool  as  a 
close  informal  associate.  The  smarter  person 
may  use  the  fool  as  the  butt  of  his  jokes  and 
ridicule.  The  fool  may  accept  such  a  position 
in  the  relationship.  He  may  return  to  his  more 
gifted  colleague  a  kind  of  admiration  and  hero 
worship  that  reciprocates  and  solidifies  the 
relationship.19 

The  organizational  significance  of  the  pair 
lies  in  its  exceptional  cohesiveness.  The  pair, 
by  virtue  of  the  strong  identification  between 
its  members,  is  very  closely  knit.  What  affects 
one  member  either  positively  or  negatively  is 
rapidly  communicated  to  the  other  member, 
and  he  tends  to  respond  in  like  fashion.  Thus, 


if  a  foreman  “bawls  out”  one  member  of  a 
pair,  the  resentment  against  such  criticism  is 
likely  to  be  transmitted  rapidly  to  the  other 
member.  The  foreman  is  faced  with  discontent 
not  in  one  individual  but  in  two. 


These  two  men,  the  very  nature  of  whose  work  re¬ 
quires  continuous  cooperation,  have  every  oppor¬ 
tunity  to  solidify  their  relation  into  a  two  man 
group.  A  division  of  work  assignments  on  an  in¬ 
dividual  basis  is  determined  by  them.  They  are  a 
telephone  construction  crew,  erecting  poles,  string¬ 
ing  wire  and  putting  up  aerial  cable. 

The  pair,  then,  is  a  highly  cohesive  social 
unit  in  which  two  people  are  capable  of  behav¬ 
ing  as  one.  There  are  many  situations  in  which, 
for  want  of  knowledge  of  the  way  in  which 
a  pair  functions,  an  organization  supervisor 
or  executive  is  at  a  loss  to  understand  why 
an  individual  seems  discontented  for  no  ap¬ 
parent  reason.  It  may  often  be  found  that  the 
discontented  person  may  be  a  member  of  a 
pair  whose  other  half  has  been  subjected  to 
circumstances  about  which  he  is  unhappy. 
The  unhappiness  is  transmitted  to  the  pair 
member,  and  two  people  share  this  feeling. 

THE  TRIAD 

A  social  group  that  has  significant  differ¬ 
ences  from  both  the  pair  and  larger  units  is 
the  triad.  The  threesome  is  significant  because 
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it  involves  some  of  the  elements  of  unity  that 
is  found  in  larger  informal  groups. 

We  have  said  that  in  the  pair  there  is  a 
high  degree  of  intimate  associations  and  shar¬ 
ing  of  feelings,  ideas,  attitudes,  and  reactions. 
In  the  triad  this  sharing  may  be  a  good  deal 
less  complete,  in  particular  as  it  relates  to 
the  number  of  areas  covered.  The  threesome 
may  have  a  single  or  at  best  several  areas  of 
common  interest.  These  areas  of  common  in¬ 
terest  tend  to  lie  outside  the  immediate  inti¬ 
mate  experience  of  the  three  members.20 


have  informal  sanctions  in  the  event  there  is 
a  violation  of  the  group  expectations.  These 
sanctions  are  typically  of  an  informal  char¬ 
acter  involving  the  use  of  ridicule,  sometimes 
physical  punishment,  and  even  occasionally 
temporary  isolation  from  participation  in  the 
group. 

The  functional  significance  of  the  triad  lies 
in  the  fact  that  its  center  of  interest  may  be 
external  to  the  group;  that  is,  the  realm  of  its 
operations  is  likely  to  be  something  outside  the 
subjective  life  of  the  individuals  involved. 


Here  are  three  women  doing 
identical  work  assembling 
plastic  novelties,  whose  phys¬ 
ical  relationship  to  each 
other  makes  it  possible  for 
them  to  become  a  voluntary 
triad.  They  can  talk  while 
they  work  and  are  in  literal 
face-to-face  contact  with 
each  other. 


The  beginnings  of  division  of  labor  can  be 
noted  in  the  emergence  of  one  individual  who 
is  likely  to  play  a  leadership  role.  There  may 
also  emerge  some  minor  contest  for  the  leader¬ 
ship  position  in  terms  of  which  the  third  or 
non-competing  member  of  the  group  may 
play  a  balancing  position.  The  group  is  likely 
to  exhibit  its  unified  action  as  a  consequence 
of  the  direction  of  its  leader.21 

Unified  action  is  expressed  as  the  result  of 
a  more  or  less  conscious  consensus.  In  the 
pair  relationship  the  unified  action  is  more 
nearly  the  consequence  of  a  feeling  of  identi¬ 
fication  and  a  kind  of  sensing  of  the  agree¬ 
ment  of  the  other.  In  the  triad,  the  grounds 
for  agreement  are  likely  to  be  stated  explicitly 
and  agreed  on  as  the  basis  for  unified  action. 

Furthermore,  the  threesome  is  likely  to 


In  an  organization,  the  triad  may  focus  its 
attention  on  aspects  of  the  organization.  It 
may  operate  against  the  organization  because 
of  dislike  for  what  its  members  view  as  un¬ 
desirable  aspects  of  it.  It  may  operate  in  the 
direction  of  the  organization  because  there  is 
satisfaction  with  the  organization’s  environ¬ 
ment.  Thus,  the  triad  constitutes  a  significant 
grouping  of  people  whose  loyalty  has  to  be 
gained  and  held,  or  whose  dissatisfaction  may 
be  damaging  to  the  organization. 

THE  PRIMARY  ASSOCIATION 

The  literature  is  full  of  references  to  what 
has  come  to  be  known  loosely  as  the  informal 
group.22  It  is  typical  to  contrast  the  informal 
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group  with  the  collectivity  that  we  call  the 
formal  organization.  It  is  desirable,  however, 
to  examine  the  informal  group  concept  in 
somewhat  greater  detail.  There  is  no  single 
kind  of  group  called  an  informal  group.  There 
are  two  distinctly  different  kinds  of  group 
formations  which  we  will  designate,  respec¬ 
tively,  the  primary  association  and  the  clique. 

The  primary  association  is  a  group  of  people 
who  are  in  a  more  or  less  continuous  face-to- 
face  association  with  each  other.  This  associa¬ 
tion  involves  regular  interaction  from  which 
several  things  result. 

The  group  comes  to  define  a  boundary  in¬ 
cluding  within  itself  its  members,  and  exclud¬ 
ing  those  who  are  beyond  the  boundary.  The 
boundary  may  be  difficult  to  observe  under 
some  circumstances.  In  general  it  is  defined  by 
the  relatively  greater  frequency  of  interaction 
among  those  who  fall  inside  its  limits.23 


The  continuous  face-to-face  interaction  sug¬ 
gests  that  there  are  limits  on  the  size  of  the 
primary  association.  These  limits  vary,  but 
they  tend  to  be  related  to  the  circumstances 
under  which  people  work  and  therefore  to 
the  ways  they  contact  each  other. 

Mayo  and  Lombard,  in  studying  an  air¬ 
craft  plant  during  World  War  II,  found  12 
out  of  69  work  groups  that  were  primary 
associations.  The  largest  of  the  12  groups  had 
7  members.24  In  the  much  studied  Bank  Wir¬ 
ing  Room  at  Western  Electric,  there  were  two 
primary  associations  of  6  and  4  members  each, 
out  of  14  men  in  the  room.25  It  is  probable 


that  the  upper  limit  of  a  primary  association  is 
about  10  members. 

The  primary  association  exhibits  a  more 
pronounced  division  of  labor  than  is  found  in 
the  threesome.  There  may  be  a  leader,  and 
in  addition  there  may  be  individuals  who  play 
specialized  roles  in  the  life  of  the  group.  There 
may  be  heroes  and  fools,  the  highly  skilled 
and  drudges.  This  division  of  labor  is  usually 
related  to  group  interest  and  objectives.  Where 
the  group  is  involved  primarily  in  conversation 
in  and  about  the  work  place,  the  skills  that 
may  mark  different  members  are  cleverness 
in  repartee,  and  the  ability  to  turn  a  phrase, 
or  toy  with  an  idea.  In  such  a  group,  there 
may  be  those  who  are  always  the  butt  of  the 
jokes  and  the  sharp  remark.  There  may  be 
one  or  several  individuals  who  play  the  role 
of  the  straight  man  very  much  as  would  be 
found  in  a  team  of  comedians.  In  other  words. 


Highly  skilled  workers  hand  assembling  klystron 
electronic  tubes.  This  department  is  contained  in 
the  room  pictured.  The  similar  work,  high  level  of 
shared  skill,  and  physical  separation  establishes  a 
high  probability  that  primary  associations  will 
develop  among  the  members  of  this  department. 


the  differentiation  of  roles  within  the  primary 
association  is  related  to  the  on-going  activities 
of  the  members  in  the  group.  If  the  informal 
group  is  operating  as  an  athletic  team  of  some 
sort,  then  obviously  skill  in  the  athletic  en¬ 
deavor  would  be  important  in  differentiating 
the  roles  that  the  members  play.26 

The  primary  association  tends  to  have  a 
sense  of  likemindedness  among  its  members. 
There  is  usually  explicit  agreement  as  a  conse¬ 
quence  of  discussion  among  the  members. 
This  may  be  reenforced  by  certain  areas  in 
which  there  is  implicit  agreement  as  well. 

The  group  tends  to  focus  its  attention  on 
common  activities  which  are  of  primary  con- 
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cern  to  the  group  members  and  of  relatively 
little  concern  to  those  outside  the  group.  In 
this  sense,  the  primary  association  can  be 
viewed  as  being  inner-oriented,  or  self-ori¬ 
ented,  rather  than  oriented  primarily  with 
respect  to  groups  around  it.27 

The  primary  association  may  serve  to  fill 
organizational  voids  by  satisfying  needs  for 
certain  kinds  of  human  interaction.  The  pri¬ 
mary  association  can  be  viewed  as  a  group 
context  that  exists  parallel  to  the  formal  or¬ 
ganization  but  not  necessarily  in  competition 
with  it.  When  we  put  the  formal  organization 
together  with  the  informal  association  or 
primary  association,  we  are  likely  to  find  the 
two  most  significant  group  contexts  in  which 
organized  co-operation  among  a  group  of  in¬ 
dividuals  is  both  possible  and  probable. 

THE  CLIQUE 

The  clique  within  an  organization  is  a  form 
of  informal  group  distinguishable  from  the 
primary  association.  The  basis  on  which  the 
distinction  can  be  drawn  lies  largely  in  the 
degree  of  like-mindedness  among  the  members 
of  the  two  kinds  of  groups  and  their  respective 
centers  of  attention. 

The  primary  association  is  oriented  towards 
the  group  itself  and  its  activities.  The  clique 
is  typically  oriented  against  other  groups, 
cliques,  or  factions  within  its  environment. 
Thus,  we  can  think  of  a  clique  within  a  busi¬ 
ness  firm  seeking  to  gain  control  of  a  depart¬ 
ment  or  even  of  the  entire  firm.  We  can  think 
of  a  faction  within  a  political  party  seeking 
to  dominate  its  affairs.  We  can  view  the  possi¬ 
bility  of  a  faction  within  a  church  organization 
ultimately  leading  to  schism  and  the  establish¬ 
ment  of  a  new  sect. 

A  clique  is  likely  to  achieve  its  unity  in 
terms  of  the  combined  resentment  and  antip¬ 
athy  of  its  members  against  some  other  group. 
The  common  interest  binding  the  clique  to¬ 
gether  is  shared  animosity,  rather  than  feelings 
of  like-mindedness  and  fellowship  found  in 
the  pair,  the  triad,  and  the  primary  association. 
Viewed  in  these  terms,  the  clique  is  likely  to 
be  more  extensive  in  size  than  the  primary 
association.  Furthermore,  it  is  capable  of 
sustained  action  without  necessarily  having 


continuous  and  face-to-face  interaction  among 
its  members.28 

This  kind  of  a  group  tends  to  exhibit  a  high 
degree  of  internal  division  of  labor  with  clearly 
defined  leadership  and  special  roles  for  dis¬ 
semination  of  gossip,  spreading  innuendo,  and 
the  like.  Under  some  circumstances,  there 
may  also  be  roles  involving  use  of  physical 
force  against  groups  in  the  environment  which 
are  the  focus  of  animosity  of  the  clique. 

The  clique  seeks  always  to  increase  its 
membership  and  thereby  to  decrease  the  rela¬ 
tive  strength  of  opposing  cliques.  This  is  not 
a  characteristic  of  a  primary  association, 
which  tends  to  limit  and  restrict  its  member¬ 
ship.  The  clique  does  not  ask  questions  about 
the  interests  and  background  of  its  recruits, 
and  only  demands  loyalty  to  the  cause  for 
which  the  clique  is  crusading.  Thus,  the  mem¬ 
bership  is  likely  to  be  a  good  deal  more  diverse 
in  background  and  much  less  well  knit  as  a 
group  than  is  true  in  the  primary  association. 

The  very  nature  of  the  clique,  and  its  goals, 
suggests  that  it  can  be  highly  inimicable  to  the 
interests  of  the  organization  of  which  it  is  a 
part.  There  may  even  be  a  tendency  to  destroy 
the  organization  rather  than  permit  rival 
cliques  to  gain  and  hold  authority.  In  justifica¬ 
tion  of  its  activities,  the  clique  is  likely  to 
claim  that  it  has  the  right  answer  or  solution 
to  organization  problems  and  all  those  op¬ 
posed  to  its  aims  and  goals  are  the  real  enemies 
of  the  organization. 

We  can  differentiate  the  primary  association 
from  the  clique  by  the  fact  that  the  primary 
association  has  a  network  of  we-feelings  that 
unite  its  members.  The  members  of  a  clique, 
on  the  other  hand,  are  united  by  feelings  of 
hostility  toward  some  other  group. 

The  clique  is  likely  to  be  a  great  deal  more 
unstable  than  the  primary  association,  for  it  is 
possible  to  wean  away  its  members  by  con¬ 
vincing  them  that  their  interests  lie  with  a 
rival  clique.  Since  there  is  only  a  minimum 
loyalty  that  unites  the  members  of  the  clique, 
this  loyalty  can  be  readily  shifted  to  some  other 
faction.  To  guard  against  this  defection  from 
the  ranks  there  is  likely  to  be  employed  in  the 
clique  a  maximum  of  abusive  condemnation 
of  all  rival  cliques,  in  order  to  convince  present 
members  that  their  best  interests  lie  in  re¬ 
maining  members  of  the  clique. 
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TYPES  OF  ORGANIZED  GROUP  LIFE 


There  is  still  another  general  kind  of  group¬ 
ing  within  work  organizations,  called  “organ¬ 
ized  groups.”  In  many  respects,  these  are  the 
most  common  groups  found  within  most 
formal  organizations,  for  they  include  all  work 
groups.29 

Looking  first  at  the  work  group  as  a  form 
of  organized  group,  we  note  that  it  tends  to 
be  oriented  primarily  towards  the  technology 
of  work  itself.  Thus,  if  the  technology  in¬ 
cludes  the  production  of  an  item  on  an  as¬ 
sembly  line  basis  the  workers  are  organized 
in  assembly  line  positions.  The  organized  group 
takes  a  wide  variety  of  forms  as  a  work  group. 
It  may  involve  a  pair  of  workers,  as  operators 
on  a  press  or  a  shear.  It  may  encompass  a  pair 
of  workers,  as  crane  man  and  hooker.  It  may 
include  a  pair  of  workers  as  engineer  and 
fireman  in  a  locomotive.  There  may  be  a  triad 
of  pilot,  co-pilot,  and  engineer  as  in  an  air¬ 
craft.  The  organized  group  may  cover  an 
entire  production  line  of  many  workers.  We 
can  thus  see  that  the  size  of  the  organized 
group  is  not  the  feature  that  distinguishes  it 
from  other  types. 

The  organized  group  takes  on  its  character¬ 
istics  from  the  fact  that  people  are  thrown  into 
association  with  each  other  without  any  choice. 
They  are  performing  tasks  in  a  dependent 
system  of  jobs  that  is  designed  by  the  man¬ 
agers  of  the  organization. 

An  organized  group  therefore  has  a  minimal 
basis  for  unity  in  the  interdependence  that 
knits  the  various  related  jobs  together.  It  is  an 
interesting  feature  of  an  organized  group  of 
this  sort  that  it  can  operate  very  effectively 
without  any  real  sense  of  identification  among 
its  members.  Indeed,  it  is  possible  for  it  to 
operate  effectively  with  little  or  no  consensus 
among  its  members.  The  minimum  element  of 
consensus  necessary  for  cooperation  in  tech¬ 
nological  operations  is  an  agreement  simply 
to  continue  operating  in  one’s  own  job.  It  is 
possible  for  two  people  who  are  bitter  enemies 
to  operate  effectively  in  a  chain  of  dependent 
jobs.  The  interaction  between  such  individuals 
can  be  limited  exclusively  to  that  required  to 
carry  out  the  jobs.  There  is  even  evidence  to 
suggest  that  where  we-feelings  and  a  sense  of 


identification  are  developed  the  efficiency  of  a 
group  may,  under  some  circumstances,  actu¬ 
ally  decline.30 

The  organized  group  may  be  of  a  relatively 
temporary  character.  For  example,  there  may 
be  a  volunteer  fire  department  in  a  small  com¬ 
munity,  or  an  industrial  plant,  whose  operation 
is  called  into  being  only  in  the  face  of  fire. 
Once  the  fire  is  over,  the  organization  ceases 
to  function.  Another  example  of  a  temporary 
group  is  that  having  to  do  with  a  drive  to 
raise  funds  for  the  Community  Chest. 

There  are  three  types  of  organized  groups 
that  are  distinguished  on  the  basis  of  the 
degree  of  initiative  left  to  the  members  of  the 
group  in  executing  their  tasks. 

TEAM  GROUP 

One  type  of  organized  group  is  a  team, 
with  initiative  in  the  hands  of  the  team  mem¬ 
bers  to  designate  the  positions  to  be  filled  and 
the  people  to  fill  them.  Thus,  we  can  view 
a  telephone  truck  crew  that  erects  poles,  strings 
wires,  and  makes  repairs  as  an  example  of  a 
team.  Within  such  a  group,  there  may  be  in¬ 
terchange  and  rotation  of  jobs  as  a  conse¬ 
quence  of  the  decision  of  the  members  of  the 
group.  In  such  a  group,  the  management  of  the 
organization  in  effect  says:  “Here  are  the 
tools;  here  is  the  task;  and  here  are  *  number 
of  men  to  accomplish  the  job.  We  now  leave  it 
up  to  you  men  to  determine  how  best  to  com¬ 
plete  your  work.” 


TASK  GROUP 

A  second  type  of  organized  group  is  one 
in  which  the  jobs  are  clearly  defined,  and  each 
individual  is  assigned  to  one  and  only  one 
job  within  the  group.  In  such  a  group,  there 
is  little  if  any  exchange  of  jobs  and  little  if 
any  opportunity  to  determine,  by  decision  of 
the  group,  who  shall  perform  which  jobs  in  the 
execution  of  its  task. 

There  may  still  remain,  however,  an  oppor¬ 
tunity  for  the  members  of  the  group  to  choose 
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their  own  method  of  executing  their  task,  and, 
within  limits,  an  opportunity  for  the  group  as 
a  whole  to  determine  the  pace  at  which  it  will 
operate.  A  task  group  has  a  great  deal  of  the 
activity  of  its  members  specified  in  advance 
for  them  by  the  management.  There  still 
exists,  however,  some  degree  of  choice  within 
the  group  as  to  certain  aspects  of  its  operation; 
namely,  the  individual  steps  in  each  job,  and 
the  group  work  pace. 


TECHNOLOGICAL  GROUP 

A  third  type  of  organized  group  is  perhaps 
best  exemplified  in  an  assembly  line.  Here 
each  work  station  is  specifically  assigned  to 
an  individual  and  his  pace  is  determined  no 
longer  by  himself,  or  his  fellow  workers,  but 
by  a  mechanically  moving  line  with  which  he 
must  keep  up.  Furthermore,  because  of  the 
speed  of  the  line  and  the  single  operation  to 
which  each  individual  is  assigned  in  the  line, 
the  actual  content  of  work  tasks  is  usually 
clearly  specified.  The  worker  is  trained  to 
do  his  particular  tasks  in  only  one  way.  Thus, 
on  the  assembly  line  there  is  nothing  that  lies 
within  the  control  of  the  individual  either  in 
the  choice  of  his  tools,  his  methods  of  work, 
the  pace  at  which  he  works,  or  the  location  at 
which  he  operates. 

This  technological  group  is  almost  the  ana¬ 
log  of  the  machine,  in  which  human  hands  are 
considered  simply  as  cogs.  In  this  kind  of  a 
group,  perhaps  the  only  choice  remaining  to 
members  is  social  interaction  independent  of 
job  activities,  or  complete  cessation  of  work.31 

The  extreme  development  of  the  technologi¬ 
cal  group  eliminates  all  opportunity  for  social 
intercourse  among  its  members.  In  such  a 
situation,  the  individuals  not  only  have  pre¬ 
scribed  their  behavior  and  activities,  but  are 
prevented  from  any  kind  of  social  interaction 
in  the  course  of  filling  their  jobs.  Thus,  the 
pace  may  be  so  rapid  or  the  physical  barriers 
of  equipment,  machinery,  or  noise  so  pro¬ 
nounced  that  it  is  impossible  to  communicate 
in  any  way  with  fellow  workers. 

The  writer  has  observed  a  production  line 
in  a  foundry,  for  example,  in  which  adjacent 


An  organized  team  group,  with  maximum  autonomy 
among  the  members  in  determining  work  pace  and 
task  assignments. 


workers  were  actually  brushing  against  each 
other,  but  working  at  such  a  pace,  and  with 
such  intense  concentration  and  rigidity  of  ex¬ 
pected  operations,  that  there  was  neither  time 
nor  opportunity  for  communication  among  the 
individuals  on  the  line. 

In  technological  work  groups,  we  see  the 
ultimate  reduction  of  the  human  being  to  the 
status  of  a  machine.  At  this  level  it  is  possible 
and  indeed  probable  that  some  kind  of  me¬ 
chanical  equipment  will  be  developed  to  re¬ 
place  the  human  being,  providing  human 
labor  becomes  relatively  costly  enough  to 
warrant  the  substitution.  In  technological  work 
group  organization,  we  can  find  some  of  the 
real  roots  of  dissatisfaction  with  the  lot  of  an 
industrial  worker.32 


Our  analysis  of  the  forms  of  social  life  in  an 
organization  would  be  incomplete  without 
some  consideration  of  the  isolate.  In  general, 
we  can  view  the  isolated  individual  as  the 
product  of  personality  factors  which  bar  him 
from  significant  communication  with  his  fel¬ 
lows,  or  as  being  isolated  by  virtue  of  the  kind 
of  work  he  does. 


THE  ISOLATE 


106 


ORGANIZATION  OF  WORK 


The  individual  who  is  isolated  because  of 
his  personality  may  present  real  problems  in 
the  organization.  These  problems  become  more 
acute  as  the  individual  is  expected  to  operate 
effectively  not  only  within  the  requirements 
of  the  formal  organization,  but  to  participate 
as  well  in  the  voluntary  groups  found  in  con¬ 
nection  with  his  work.  There  are  some  kinds 
of  jobs  where  the  social  life  in  the  work  place 
is  minimized  and  where  the  individual,  who 
has  personality  quirks  that  isolate  him  from  his 
fellows,  can  operate  effectively  by  meeting 
only  the  formal  requirements  of  his  job.  From 
the  standpoint  of  placement  of  individuals  in 
the  organization,  it  is  thus  possible  to  find  cer¬ 
tain  kinds  of  tasks  in  which  the  personality 
misfit  turns  out  to  be  a  genuine  round  peg  in 
a  round  hole. 

The  other  kind  of  isolate  in  the  organization 
is  the  individual  who  is  isolated  by  virtue  of 
kind  of  task  that  he  performs.  This  isolation  is 
most  often  grounded  in  the  technological  re¬ 
quirement  that  the  individual  not  be  in  com¬ 
munication  with  his  fellows  whi'e  executing  his 
job.  But  there  are  social  dimensions  of  such 
isolation  as  well.  Thus,  the  inspector  who  has 
responsibility  for  condemning  unacceptable 
work  may  be  effectively  isolated  from  the 
people  whose  work  he  is  inspecting.  *  The 
member  of  a  minority  when  first  thrown  into 
a  work  group  in  which  he  is  the  only  repre¬ 
sentative  of  his  group  may  be  effectively  iso¬ 
lated  by  virtue  of  his  minority  group  char¬ 
acteristic. 

The  isolate  may  be  important  in  the  organi¬ 
zation  because  he  performs  some  kind  of  tech¬ 
nological  tasks  that  require  isolation.  He  may 
also  be  important  in  the  organization  as  a 
potential  focus  of  dissatisfaction  and  there¬ 
fore  of  grievances  with  consequent  trouble  for 
the  managers  of  the  organization.  Only  in  the 
instance  where  the  personality  quirks  of  the 
individual  lead  to  his  assignment  to  a  techno¬ 
logically  isolated  task  are  we  likely  to  find  iso¬ 
lation  posing  no  threat  to  the  organization. 
Where  there  is  either  social  or  technological 
isolation  real  problems  of  dissatisfaction  may 
arise. 


These  three  men  weld  the  top  to  frame  members 
in  assembling  an  automobile  body.  Each  man  has 
his  assigned  task  and  working  spot  while  lifting 
the  top  into  place  and  then  welding  it  to  the 
frame  with  gun  welders.  This  is  an  organized  task 
group. 


A  typical  technological  group  composed  of  workers 
doing  separate  tasks  in  assembling  an  electronic 
device.  Each  device  is  pushed  along  the  roller  as¬ 
sembly  line  from  one  work  station  to  the  next. 
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VARIETIES  OF  WORKING  GROUP  LIFE 


We  can  now  summarize  the  forms  of  group 
life  in  work  organizations.  Our  first  broad 
distinction  is  between  voluntary  social  groups, 
and  organized  ones.  The  voluntary  social 
groups  are  entered  through  acts  of  individual 
choice.  Organized  social  groups  are  the  product 
of  a  technology  and  management  decision, 
limiting  the  personnel  available  for  member¬ 
ship.  Within  each  one  of  these  broad  cate¬ 
gories  there  are  special  kinds  of  groups.  These 
are  shown  below. 

Voluntary  Social  Groups 
Pair 
Triad 

Primary  Association 
Clique 

Organized  Social  Groups 
Team  Group 
Task  Group 
Technological  Group 

The  task  of  this  chapter  has  been  two-fold. 
We  first  examined  the  roots  of  sociability  at 
work  to  determine  why  people  seek  each 
other’s  company  during  working  hours.  We 
then  turned  to  a  description  of  the  forms  hu¬ 
man  sociability  takes  in  work  organizations. 
Our  analysis  shows  that  there  are  seven  differ¬ 
ent  kinds  of  recognizable  human  groupings 
that  may  occur  when  people  are  brought  to¬ 
gether  to  work. 

It  is  a  major  task  for  Chapter  16,  to  analyze 
the  many  consequences  for  work  of  the  fact 
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of  Chapter  16,  takes  on  added  meaning. 


A  man  doing  paint  touch  up  on  an  automobile  body 
just  before  drive  off  from  the  end  of  the  final  as¬ 
sembly  line.  He  works  with  a  number  of  people 
close  at  hand,  but  the  need  for  wearing  a  face  mask, 
and  the  desire  of  other  workers  to  avoid  the  floating 
spray,  tend  to  isolate  this  worker  from  on-the-job 
social  contacts. 
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pioneering  experimental  studies  in  which  consulta¬ 
tion  with  workers  whose  work  load  was  raised  was 
used  in  order  to  overcome  their  resistance  to  the 
change  is  reported  in:  Lester  Coch,  and  J.  R.  P. 
French,  “Overcoming  Resistance  to  Change,”  Human 
Relations,  1:512-532  (August,  1948). 

15  Very  adverse  consequences  to  union  leaders 
who  cooperated  with  management  resulted  when 
management  finally  refused  to  continue  the  formal 
cooperation.  Worker  satisfaction  with  cooperation 
was  turned  into  disgruntlement  and  vicious  attack 
upon  the  union  leaders  most  active  in  the  coopera¬ 
tion  venture.  See  W.  R.  Dymond,  “Union-Manage¬ 
ment  Cooperation  at  the  Toronto  Factory  of  Lever 
Brothers  Limited,”  Canadian  Journal  of  Economics 
and  Political  Science,  13:26-27  (February,  1947). 

16  Roethlisberger  and  Dickson,  Management  and 
the  Worker,  pp.  15-18. 

17  One  of  the  most  important  analyses  of  the  pair 
as  a  sociological  group  is  by  the  great  German  so¬ 
ciologist,  Georg  Simmel.  See  The  Sociology  of  Georg 
Simmel,  edited  and  translated  by  K.  H.  Woltf  (Glen¬ 
coe:  The  Free  Press,  1950),  pp.  122-135. 

18  Ibid.,  especially  the  section  beginning  on  p.  126, 
titled  "Intimacy.” 

19  Ibid.,  particularly  p.  137. 

20  Ibid.,  Chapter  4,  “The  Triad,”  pp.  145-169. 

21  Ibid.,  pp.  145-153. 

22  An  entirely  new  direction  was  given  to  the 
Western  Electric  researches  when  its  principal  staff 
was  unable  to  explain  the  observed  behavior  and 
turned  to  the  sociological  literature  for  guiding  ideas 
from  men  like  Durkheim,  and  the  functional  anthro¬ 
pologists  like  Malinowski.  W.  L.  Warner,  then  con¬ 
ducting  the  “Yankee  City”  studies,  was  one  of  the 
people  who  opened  up  the  new  area  of  ideas  by  sug¬ 
gesting  to  the  researchers  at  Western  Electric  that 
they  turn  in  the  new  direction.  Roethlisberger  and 
Dickson,  Management  and  the  Worker,  consistently 
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NOTES  FOR  CHAPTER  6  (CONT.) 


use  the  term  ‘clique”  to  label  what  we  call  primary 
association.  Subsequent  researchers  have  been  in¬ 
clined  to  use  the  term  “informal  group”  as  a  generic 
term  for  all  types  of  human  groupings  not  specifi¬ 
cally  designated  by  an  organization  chart.  Cf.,  W.  F. 
Whyte  (ed.),  Industry  and  Society  (New  York: 
McGraw-Hill  Book  Co.,  1946). 

23  This  has  become  the  actual  criterion  used  in 
sociometry  for  measuring  the  boundaries  of  a  group. 
It  is  instructive  to  examine  almost  any  issue  of 
Sociometry  through  1955  when  it  was  edited  by  the 
inventor  of  sociometric  methods,  J.  L.  Moreno. 
There  are  literally  hundreds  of  studies  of  groups 
whose  characteristics  are  analyzed  in  terms  of  the 
choices  or  rejections  members  make  of  each  other. 

Elton  Mayo  and  G.  F.  F.  Lombard,  Teamwork 
and  Labor  Turnover  in  the  Aircraft  Industry  of 
Southern  California  (Cambridge:  Research  Studies 
No.  32;  Boston:  Harvard  Business  School,  Division 
of  Research,  1944),  p.  22.  They  called  the  primary 
association  a  “natural”  group. 

25  The  interaction  charts  on  the  basis  of  which 
the  primary  associations  were  determined  are  re¬ 
drawn  and  analyzed  with  great  clarity  in  G.  C. 
Homans,  The  Human  Group  (New  York:  Harcourt 
Brace  and  Co.,  1950),  pp.  48-80.  The  two  primary 
associations  are  actually  charted  on  p.  71,  where  they 
are  labelled  “cliques”  following  the  practice  of  the 
original  authors,  Roethlisberger  and  Dickson. 

26  The  Sociology  of  Georg  Simmel,  Chapter  5,  pp. 
170-189. 

27  It  must  be  remembered  that  we  are  distinguish¬ 
ing  the  primary  association  from  the  clique.  The 
latter  is  other-group  oriented  where  the  primary  as¬ 
sociation  is  very  much  less  so.  Cf.  C.  H.  Cooley, 
Social  Organization  (Charles  Scribner’s  Sons,  1909) 
where  the  in-group,  out-group  distinction  is  elab¬ 
orated. 

28  A  recent  study  of  union  political  behavior  in 
the  printing  industry  has  analyzed  the  on-the-job 
social  relations  of  printers  in  relation  to  their  politi¬ 
cal  behavior  inside  the  union.  This  part  of  the  study 


is  relevant  to  the  analysis  of  cliques.  See  S.  M. 
Lipset,  M.  A.  Tfow,  and  James  S.  Coleman,  Union 
Democracy:  The  Internal  Politics  of  the  Interna¬ 
tional  Typographical  Union  (Glencoe:  The  Free 
Press,  1956),  especially  pp.  163-171. 

29  We  have  adopted  Mayo  and  Lombard’s  term 
from  Teamwork  and  Labor  Turnover,  p.  23. 

30  It  has  been  shown,  for  example,  that  too  much 
social  cohesion  of  a  voluntary  group  kind  may  be 
detrimental  to  the  effectiveness  of  a  technical  team, 
in  this  case  basketball  teams.  See  F.  E.  Fiedler, 
“Assumed  Similarity  Measures  as  Predictors  of  Team 
Effectiveness,”  Journal  of  Abnormal  and  Social  Psy¬ 
chology,  49:381-387  (July,  1954). 

31  A  poignant  description  of  the  tension  that  builds 
up  when  workers  on  a  production  line  “pull  the 
switch”  and  stop  work  is  contained  in  Henry  Kraus, 
The  Many  and  the  Few  (Los  Angeles:  The  Plantin 
Press,  1947),  pp.  47-55.  Kraus  describes  the  first 
strike  on  the  job  in  Fisher  Body  Plant  No.  1,  Flint, 
Michigan,  in  the  days  just  preceding  the  sit-down 
strike  which  led  to  the  recognition  of  the  United 
Automobile  Workers  union. 

32  The  most  consistent  and  well  documented  case 
against  the  degradation  of  workers  in  technological 
teams  is:  Georges  Friedman,  Industrial  Society.  It 
is  very  easy  and  often  tempting  to  overdraw  the 
consequences  for  human  personality  of  modern  pro¬ 
duction  methods.  It  should  be  clear  from  our  analy¬ 
sis  that  there  is  no  simple  black  and  white  set  of 
conclusions  about  the  human  consequences  of  work 
regimes.  For  example,  it  is  possible  that  the  de¬ 
personalizing  effects  of  being  a  member  of  a  techno¬ 
logical  team  can  be  more  than  overcome  by  a  vigor¬ 
ous  voluntary  group  life  in  the  work  place.  Most 
of  those  who  take  violent  sides  in  the  machine  vs. 
man  arguments  do  not  see  the  possible  combina¬ 
tions  of  the  voluntary  and  organized  work  groups 
which  can  function  jointly  to  provide  satisfying 
human  relationships.  This  very  point  is  given  de¬ 
tailed  analysis  in  Chapter  16. 


The  continued  existence  of  a  business,  or  any  work 
organization,  is  an  important  institutional  pressure 
playing  on  executive  decisions.  The  mere  posses¬ 
sion  of  assets,  like  buildings,  equipment,  and 
skilled  employees,  generate  strong  pressures  to 
perpetuate  them. 


Chapter 


INSTITUTIONAL  BASES  OF  DECISIONS 


I  here  are  many  sources  of  regularity  in 
human  behavior.  Some  of  the  principal  in¬ 
fluences  tending  to  make  human  behavior  uni¬ 
form,  and  therefore  predictable,  lie  in  the 
customs,  mores,  laws  and  moral  principles, 
and  in  the  habits  and  mutual  expectations 
that  grow  up  when  human  beings  associate 
with  each  other. 

Human  behavior  also  becames  regularized 


through  institutional  practices.  In  particular, 
important  regularities  appear  in  work  organi¬ 
zations  that  are  the  consequences  of  their 
institutional  behavior  systems.  In  this  chapter 
we  want  to  investigate  those  institutional  prac¬ 
tices  of  work  organizations  having  particular 
importance  for  executive  decision  making  by 
executives  and  administrators  of  work  organ¬ 
izations. 


INSTITUTIONAL  PRACTICES 


By  institutional  practices  we  mean  simply 
the  content  of  the  general  behavior  systems 
of  the  work  organization.  You  will  recall  that 
in  Chapter  4  we  analyzed  the  behavior  systems 
surrounding  work.  In  Chapter  5  we  dis¬ 
covered  how  these  behavior  systems  constitute 


important  facets  of  jobs,  positions,  and  offices. 

The  behavior  systems  of  work  organizations 
establish  the  actions  that  occur  regularly.  We 
would  expect  the  executive’s  and  administra¬ 
tor’s  decision  making  behavior  to  take  sys¬ 
tematic  forms.  Executives  approach  and  solve 
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their  problems  requiring  decision  through  acts 
learned  from  participating  in  the  behavior 
systems  surrounding  their  work.  The  behavior 
systems  partially  determine  the  ways  of  mak¬ 
ing  executive  decisions. 

We  might  also  expect  that  the  problems  on 
which  decisions  are  necessary  are  problems 
of  the  four  work  behavior  systems.  Hence, 
these  systems  determine  the  subject  matter  of 
much  executive  decision  making. 

We  are  looking  for  factors  that  determine 
the  subject  matter  and  the  ways  of  making 
management  decisions.  We  want  to  under¬ 
stand  what  an  executive  has  to  take  into  ac¬ 
count,  and  how  he  takes  it  into  account,  when 
making  a  decision.1 

An  individual  joins  an  organization  with  a 
wide  range  of  choices  for  behaving,  based  on 
prior  experience  and  personality  character¬ 
istics.  However,  the  actual  behavior  exhibited 
while  a  member  of  the  organization  results 
from  limitations  that  membership  in  the  or¬ 
ganization  places  on  him.  The  organization 


clearly  molds  the  individual  in  the  sense  that 
he  may  behave  quite  differently  as  a  conse¬ 
quence  of  membership  in  it.2 

The  man  who  is  a  husband  and  father  in 
his  family  makes  decisions  and  behaves  in 
family  contacts  quite  differently  from  the  way 
he  behaves  as  an  executive  of  the  XYZ  Corpo¬ 
ration.  These  differences  in  behavior  cannot 
be  accounted  for  by  personality  changes  as  he 
moves  from  the  family  to  the  business  setting. 
The  differences  in  his  behavior  are  largely  the 
consequence  of  differential  demands  made  on 
him  by  the  business  organization  and  by  his 
family. 

In  this  chapter  we  want  to  examine  the 
evidence  that  demonstrates  the  existence  of 
institutional  bases  for  organization  decision 
making.  We  will  also  examine  some  of  the 
areas  in  which  decision  making  has  come  to 
be  institutionalized.  We  will  look,  too,  at  the 
consequences  of  institutionalizing  decision 
making  from  the  standpoint  of  human  rela¬ 
tionships  and  human  behavior. 


PERPETUATING  THE  ORGANIZATION 


Institutionalized  decision  making  results 
from  activities  for  perpetuating  organizations.3 
With  few  exceptions,  business  organizations 
are  designed  to  have  a  considerable  life  his¬ 
tory.  In  the  course  of  maintaining  the  contin¬ 
uity  of  the  organization  there  grow  up  certain 
connections  between  past  history,  present  con¬ 
ditions,  -and  future  prospects. 

Certain  kinds  of  decisions  become  appro¬ 
priate  for  executives  and  members  of  the 
organization  because  they  are  like  the  decis¬ 
ions  that  they,  or  their  predecessors,  made  in 
the  past.  Expectations  of  future  behavior  are 
similarly  colored  by  what  people  are  now  do¬ 
ing,  or  have  recently  done.  A  work  organi¬ 
zation  has  a  style  that  tends  to  remain  rela¬ 
tively  unchanged  through  time.  People  may 
move  in  and  out  of  the  organization  as  officers 
and  employees.  While  operating  as  members 
of  the  organization,  they  tend  to  orient  their 


behavior  to  going  patterns  and  expectations. 

Even  in  the  instance  where  the  organiza¬ 
tion  may  change  direction  and  make  some 
sharper  break  with  its  past,  there  may  be  some 
logical  connections  with  its  past  condition. 
For  example,  a  business  executive  may  decide 
to  diversify  the  products  of  his  firm,  proceed¬ 
ing  either  to  establish  new  divisions,  or  to  buy 
other  companies.  The  institutional  impera¬ 
tives  playing  on  such  a  decision  may  be  viewed 
as  (A)  the  prior  high  degree  of  specialization 
in  product,  and  (B)  the  belief  that  fluctuations 
in  the  business  cycle  can  be  minimized  in  their 
impact  if  diversified  products,  affected  differ¬ 
ently  by  swings  in  the  business  cycle,  are  pro¬ 
duced  by  the  company.  As  in  this  example, 
the  direction  of  change  can  probably  be  pre¬ 
dicted  for  a  firm,  knowing  the  conditions  of  its 
previous  stability  and  knowing  something 
of  the  environment  within  which  it  operates.4 
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RATIONAL  CHARACTER  OF  BUSINESS 
ORGAN  IZATIONS 


It  is  one  of  the  features  of  modern  business 
and  industrial  organizations  that  they  are 
grounded  in  rationality.  They  are  planned  or¬ 
ganizations  that  have  carefully  thought  out 
relationships  among  their  parts,  and  carefully 
delineated  objectives  for  the  parts  as  they  con¬ 
tribute  to  the  whole  organization.  A  business 
organization  is  systematic,  having  been  con¬ 
structed  on  the  basis  of  certain  systematic 
ideas,  and  designed  to  operate  in  accordance 
with  these  ideas.  It  is  the  conscious  develop¬ 
ment  of  systems  of  jobs,  positions,  and  offices, 
systems  of  communication,  systems  of  pro¬ 
duction,  systems  of  control,  systems  of  author¬ 
ity,  systems  of  rewards  and  incentives,  and 


power  systems,  that  represent  the  rational  as¬ 
pects  of  organizations.5 

Those  officials  habitually  making  decisions 
affecting  operations  will  tend  to  bring  their 
decisions  into  some  relationship  with  the  or¬ 
ganization’s  systems.  Thus,  knowing  the  sys¬ 
tems,  or  the  rational  models,  on  the  basis  of 
which  behavior  is  expected  to  be  ordered,  it 
becomes  possible  to  predict  the  specific  be¬ 
haviors  of  members.  This  is  also  true  of  de¬ 
cisions  those  in  authority  make.  Consequently, 
the  rational  bases  of  business  organization  are 
another  source  of  institutional  rather  than  in¬ 
dividual  roots  of  decision  making. 


AUTHORITY  AND  INSTITUTIONALIZATION 


The  authority  structure  of  a  work  organiza¬ 
tion  is  supported  by  institutional  practices. 
These  practices  are  designed  to  reinforce  the 
authority  structure  and  to  insure  its  relative 
stability.  In  particular,  every  member  of  the 
work  organization  is  expected  to  accept  the 
proper  exercise  of  authority  in  getting  work 
done.6 

There  are  two  major  aspects  of  institutional¬ 
ized  authority.  The  first  relates  to  the  legit¬ 
imacy  of  the  authority  structure  and  those  who 
exercise  it.  Here  the  organizational  problem 
is  a  simple  one.  Exercising  authority  is  de¬ 
cision  making  about  aspects  of  work.  De¬ 
cision  making,  to  be  effective,  requires  will¬ 
ing  acceptance  of  it.  When  workers  feel  that  a 
legitimate  person  makes  decisions,  accepting 
his  decisions  is  facilitated. 

Surrounding  each  position  of  decision  mak¬ 
ing,  therefore,  will  be  features  of  the  task  or 
position  that  signalize  legitimacy.  The  job 
title  may  denote  legitimate  order  giving.  A 
foreman,  by  definition,  legitimately  gives  or¬ 
ders.  So  does  the  executive  vice  president.  The 
organization  chart  describes  the  chain  of  com¬ 
mand.  The  daily  round  of  work  life  confirms 
who  habitually  gives  orders,  and  in  what 
realms.  These  are  but  a  few  examples  of  the 


position  or  task  features  confirming  decision 
making  responsibilities. 

The  second  major  aspect  of  institutionalized 
authority  relates  to  the  kinds  of  executive  de¬ 
cisions  that  are  made  to  support  authority. 
This  has  two  facets.  The  first  involves  making 
decisions  supporting  exising  authority  struc¬ 
tures.  It  is  important  to  recognize  that  “going 
through  channels”  is  vital  in  the  downward 
flow  of  authority.  The  executive  can  undercut 
a  subordinate’s  authority  by  ignoring  him  in 
the  chain  of  command.  This  provides  an  im¬ 
portant  institutionalized  base  for  executive  de¬ 
cisions.  The  executive  is  constrained  to  make 
his  decisions  with  an  eye  to  their  execution 
in  the  chain  of  command.  He  takes  the  author¬ 
ity  structures  of  his  work  organization  into 
account  in  making  decisions  affecting  them. 

The  second  facet  of  executive  decisions 
supporting  authority  structures  is  the  consis¬ 
tent  pressure  on  executives  to  “stand  behind” 
decisions  of  subordinates.  An  executive’s  first 
impulse  is  to  declare  publicly  that  his  subord¬ 
inate’s  decision  is  proper,  whether  it  is  in  fact 
good,  bad,  or  indifferent.  It  is  not  solely  out 
of  human  weakness,  or  kindness,  that  the  ex¬ 
ecutive  does  this.  He  is  also  compelled  to 
support  his  subordinate  since,  frequently, 
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failure  to  do  so  would  call  into  question  the 
legitimacy  of  the  authority  structures. 

We  can  now  suggest  that  executives,  in 
making  decisions,  are  operating  within  limits 
placed  upon  them  by  the  authority  structures. 
Executives  have  to  be  certain  that  their  man¬ 
agement  of  the  work  organization  insures  sym¬ 
bolic  conferring  of  legitimacy  on  all  subord¬ 
inate  authority  holders.  Secondly,  executives 
have  to  support  authority  structures  by  going 
through  channels,  not  ignoring  authority 


holders  who  are  in  the  chain  of  command. 
Finally,  executives  are  constrained,  at  least 
publicly,  to  favor  their  subordinate’s  exercise 
of  authority  even  when  it  is  questionable.  By 
so  doing  the  integrity  of  the  authority  struc¬ 
ture  is  sustained.7 

Executives  are  not  completely  free  to  make 
decisions  without  reference  to  the  authority 
structures  of  their  organization.  Indeed,  the 
authority  structures  provide  important  institu¬ 
tional  limits  on  executive’s  decisions. 


STATUS  AND  INSTITUTIONALIZATION 


The  status  structures  of  work  organizations 
also  place  limits  on  decision  making.  Here  the 
executive’s  decisions  largely  affect  personnel 
matters. 

One  of  the  most  vexing  problems  for  the 
executive  is  to  insure  that  status  is  adequately 
conferred  and  maintained  for  the  members  of 
his  organization.  Executives  operate  in  a  kind 
of  fish  bowl  where  their  every  action  is  viewed 
by  subordinates  as  having  potential  status 
conferring  significance. 

Examples  are  numerous;  a  few  will  illus¬ 
trate  the  point.  An  executive  has  to  be  careful 
with  whom  he  publicly  passes  the  time  of  the 
day.  Talking  with  one  subordinate  more  fre¬ 
quently  than  others  at  the  same  status  level 
will  lead  to  the  inference  that  he  is  favored; 
i.e.,  has  higher  status.  In  designing  office  lay¬ 
outs,  the  executive  has  to  be  sensitive  to  the 
proper  location  of  people  in  terms  of  their 
relative  status.  Failure  to  consider  this  in  de¬ 
cisions  regarding  layout  will  have  the  effect 
of  changing  the  status  structure  in  the  eyes  of 
subordinates.  Care  has  to  be  taken  in  distribu¬ 
ting  all  external  marks  of  organization  status, 
to  be  sure  they  correspond  with  the  official 


and  informal  ascriptions  of  status. 

An  important  constraint  on  an  executive’s 
decision  is  the  status  conferring  character  of 
his  own  actions  and  decisions.  Where  status 
structures  are  consciously  taken  into  account 
in  making  decisions,  the  executive  has  to  know 
their  nature.  Such  knowledge  will  help  to 
guard  against  decisions,  otherwise  good,  that 
wittingly  or  unwittingly  do  violence  to  the 
current  distribution  of  status  symbols. 

Another  important  constraint  on  executive 
action  and  decision  is  the  need  to  be  sure  that 
violation  of  the  status  structures  are  not  an 
unplanned-for  consequence.  Every  decision, 
however  remotely  it  seems  to  affect  status,  re¬ 
quires  review  to  determine  its  possible  influ¬ 
ences  on  status.  As  people  carry  out  decisions, 
they  scrutinize  their  manner  of  determination 
as  well  as  their  content  for  status  implications. 
If  undesirable  status  changes  are  even  implicit 
in  decisions,  their  successful  execution  may 
well  be  in  doubt.  Organization  members  may 
rebel  against  decisions  because  their  fulfilment 
endangers  established  status,  quite  aside  from 
whether  or  not  the  decision  is  desirable  on  any 
other  grounds.8 


POWER  AND  INSTITUTIONALIZATION 


The  power  structures  of  work  organizations 
provide  still  other  limitations  on  executive  de¬ 
cision.  In  general  these  limitations  have  to  do 
with  assignment  of  responsibility  throughout 
the  organization.9 

Power  structures  are  stable  because  they 


define  the  existing  distribution  of  work  ac¬ 
tivities.  Where  activities  are  transferred, 
shifted,  or  discontinued,  for  whatever  reasons, 
strong  resistance  usually  develops  from  those 
losing  the  activities.  Most  executives  know 
this.  Their  decisions  regarding  the  distribution 
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of  power  often  reflect  knowledge  about  such 
resistances.  Assignment  and  reassignment  of 
work  activities  usually  start  from  the  assump¬ 
tion  that  things  ought  to  be  done  where  they 
have  always  been  done.  Change  in  location  of 
activities  is  usually  suspect.10 

Many  activities  have  their  established  loca¬ 
tions  within  the  scheme  of  work.  Decisions 
regarding  their  location  are  not  difficult  to 
make.  However,  many  new  activities,  or  those 
changed  by  new  technologies,  may  lie  between 
established  divisions  of  work.  A  number  of 
departments  or  divisions  may  be  fighting  to 
get  the  new  activities.  Some  kind  of  executive 
decision  is  required  to  settle  the  issues.  These 
decisions  are  often  most  difficult  to  make. 
The  contending  parties  can  marshal  pertinent 
arguments  favoring  assignment  to  them.  When 
the  decision  is  made,  the  losing  contender 
may  have  to  be  placated.  These  power  strug¬ 
gles  are  constantly  occurring,  and  their  solu¬ 
tion  occupies  a  major  share  of  executive  at¬ 
tention.11 

We  can  illustrate  such  power  struggles  vyith 
classic  examples  drawn  from  business  opera¬ 
tions.  An  area  of  constant  struggle  is  between 


staff  and  line  units.  The  line  units  involved 
in  direct  production  operations  resist  any  staff 
efforts  to  take  over,  or  change,  production 
operations.  Many  kinds  of  staff  units  like  en¬ 
gineering,  production  control,  and  cost  ac¬ 
counting  constantly  find  their  work  penetrat¬ 
ing  into  production  operations.  The  struggle 
for  control  over  activities  and  the  power  con¬ 
ferred  by  this  control  is  a  constant  one  between 
line  and  staff.  Another  example  of  power 
conflict  is  that  between  central  office  and 
branch  operations.  The  issue  here  centers 
on  the  virtues  of  local  vs.  central  direction  of 
activities.12 

From  the  executive’s  standpoint  the  power 
structures  of  the  work  organization  are  ad¬ 
ditional  limiting  considerations  in  his  deci¬ 
sions.  Any  change  in  the  current  arrangement 
of  work  assignments  will  disturb  existing  power 
structures,  and  will  inevitably  change  them 
in  some  respect.  In  short,  decisions  affecting 
power  structures  may  have  serious  operating 
consequences.  There  is  little  wonder,  then, 
that  executives  tend  to  favor  decisions  about 
power  structures  and  power  relations  that 
produce  as  little  change  as  possible.13 


EXPERTS  AND  INSTITUTIONALIZATION 


When  specialists  operate  in  relation  to  each 
other,  order  is  possible  only  if  the  specialists 
remain  in  their  area  of  competence,  and  the 
rules  governing  their  interrelationships  remain 
relatively  unchanged.  Thus,  in  the  interests 
of  maintaining  order  in  relations  among  spe¬ 
cialties,  there  are  important  limitations  on  the 
kinds  of  decisions  that  can  be  made  by  spe¬ 
cialists,  and  the  directions  they  take.  Each 
specialist  must  make  his  decision  without  dis¬ 
turbing  the  going  relations  with  other  special¬ 
ties. 

Furthermore,  the  coordinating  executive 
limits  the  range  of  his  decisions  holding  spe¬ 
cial  activities  together.  He  will  tend  to  act 
as  though  each  specialty  is  stable  and  un¬ 
changing.  He  will  also  tend  to  make  his  deci¬ 
sions  about  their  coordination  as  though  they 
interrelated  in  fixing  and  established  ways. 

The  expert  can  operate  successfully  in  his 
limited  and  specialized  sphere  if  two  general 
conditions  are  met:  (A)  that  the  scope  of 


the  expert’s  operations  is  clearly  differentiated 
from  the  specialized  areas  of  others;  and  (B) 
that  the  relations  between  spheres  of  speciali¬ 
zation  are  systematized  and  standardized. 
Granting  these  two  conditions,  it  is  possible  for 
the  expert  to  maintain  professional  indepen¬ 
dence.14 

For  example,  the  legal  counsel  or  legal  offi¬ 
cer  of  an  organization  may  often  be  remote 
from  the  ways  of  thinking  of  his  colleagues  in 
the  organization.  The  financial  officer  may 
make  decisions  that  are  based  on  highly  spe¬ 
cialized  knowledge  of  the  money  market,  and 
and  the  relations  of  the  company  to  it.  The 
public  relations  officer  may  similarly  operate 
in  an  area  of  highly  specialized  knowledge 
that  is  shared  with  few  if  any  other  members 
of  the  firm.15 

The  expert  may  operate  within  his  sphere  of 
competence  in  accordance  with  standards  and 
values  that  are  independent  of  his  work  or¬ 
ganization.  In  a  very  real  sense,  the  legal 
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officer  is  more  responsive  to  the  requirements 
of  being  a  lawyer,  and  of  filling  the  institu¬ 
tional  expectations  of  a  lawyer,  than  he  is 
responsive  to  fulfilling  the  institutional  expec¬ 
tations  of  the  business  firm  for  which  he  is 
legal  counsel.  Put  another  way,  the  profes¬ 
sional  institution  within  which  the  individual 
operates  may  have  more  to  do  with  the  kinds 
of  decisions  he  makes  than  the  organization 
in  which  he  is  employed. 

On  the  face  of  it  this  may  appear  to  give 
rise  to  potential  conflict  between  professional 
standards  and  organization  expectations.  Usu¬ 
ally,  the  organization  recognizes  the  profes¬ 
sional  characteristics  of  the  realm  within  which 
the  expert  operates.  The  expert  is  usually  given 
the  right  of  “last  word”  in  the  areas  of  his 
professional  competence.  Thus,  the  lawyer 
has  the  final  say  on  legal  aspects  of  the  com¬ 
pany  s  business;  the  public  relations  man  ap¬ 
proves  executive  speeches  and  public  relations 
activities;  and  the  engineer  has  the  responsi¬ 
bility  of  certifying  adequacy  of  engineering 
designs.  Consequently  the  expert  is  integrated 
into  the  business  organization  in  terms  of  his 
expertness,  not  in  spite  of  it.16 

Where  the  realm  of  the  specialist  is  inap¬ 
propriately  integrated  into  the  organization 
untoward  consequences  may  result.  For  ex¬ 
ample,  in  some  electrical  and  aircraft  manu¬ 


facturers  and  other  firms  that  employ  large 
numbers  of  engineers,  management  has  made 
serious  errors  in  understanding  the  profes¬ 
sional  expectations  of  engineers.  One  result 
has  been  organization  of  engineers  into  inde¬ 
pendent  trade  unions  to  bargain  collectively 
with  employers  who  have  failed  to  accord  to 
the  engineers  the  semi-independence  they  feel 
their  profession  requires.  It  has  recently  been 
estimated  by  Fortune  magazine  that  there  are 
forty  thousand  such  engineers  presently  or¬ 
ganized  in  independent  company-wide  unions; 
this,  in  spite  of  the  fact  that  the  professional 
engineering  societies  frown  upon  collective 
bargaining.  The  reason  for  this  “non-profes¬ 
sional”  behavior  lies  in  the  failure  of  manage¬ 
ment  properly  to  guarantee  professional  job 
independence  to  the  employed  engineers. 

From  what  has  been  said  it  seems  apparent 
that  some  of  the  institutional  foundations  of 
work  organization  decision  making  may  be 
found  in  institutions  other  than  the  operating 
organization.17  This  is  true  in  the  case  of  ex¬ 
perts  who  are  professionals.  The  basis  of  pro¬ 
fessionals’  decisions  may  lie  in  the  principles 
and  institutionalized  expectations  of  the  pro¬ 
fession  itself,  rather  than  in  the  organization 
where  the  profession  is  exercised.  Coordinat¬ 
ing  executives  take  this  into  account  as  a  limi¬ 
tation  on  their  decisions  affecting  experts. 


OPERATIONS  RESEARCH  AND  LINEAR 
PROGRAMMING 


There  have  been  two  very  recent  develop¬ 
ments  in  the  application  of  scientific  methods 
to  business  organization.  These  are  interrelated 
applications  called  operations  research  and 
linear  programming.18  The  essential  feature  of 
these  two  developments  is  the  application  of 
probability  theory  to  the  analysis  of  business 
problems. 

It  is  instructive  to  look  at  the  history  of  this 
development.  It  comes  largely  out  of  World 
War  II  where  physical  scientists  were  asked 
to  work  on  problems  of  military  logistics  and 
tactics.  The  scientists  came  up  with  effective 
answers  to  (A)  the  relative  efficiency  of  ocean 
convoys  as  over  against  single  sailings  in 
transporting  goods  across  submarine  infested 
waters;  (B)  the  most  effective  bombing  pat¬ 


terns  for  maximum  damage  on  the  target 
with  a  minimum  investment  of  bombs  and 
planes;  (C)  the  most  effective  evasive  action 
of  a  submarine  under  attack  while  submerged; 
and  (D)  the  kind  of  firing  pattern  for  an 
artillery  battery  that  would  be  most  destruc¬ 
tive.19 

The  solution  to  these  problems  was  based 
upon  an  objective  knowledge  of  the  operating 
situation,  and  a  maximum  knowledge  of  prob¬ 
ability  theory  and  its  applications.  Indeed,  in 
one  of  the  first  texts  on  operations  research, 
the  point  is  strongly  made  that  the  operations 
researcher  is  better  off  by  virtue  of  a  spe¬ 
cialist  staff  position  in  the  organization  in 
which  he  is  applying  this  method.20  The  impli¬ 
cation  is  drawn  that  those  who  have  been 
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operating  in  the  organization  by  traditional 
methods  are  blocked  from  seeing  new  prob¬ 
lem  solutions.  It  is  lack  of  commitment  to  a 
given  solution  that  permits  operations  research 
experts  to  be  effective  in  solving  problems. 

The  development  of  linear  programming  is 
essentially  the  direct  application  of  operations 
research  to  business  operations.  Effective  ap¬ 
plications  of  operations  research  and  linear 
programming  have  already  been  made  in  prac¬ 
tical  situations  by  a  number  of  progressive 
corporations.  For  our  purposes  it  is  desirable 
to  ignore  the  techniques  of  operations  research 
and  to  look  at  it  as  a  form  of  decision  making, 
illustrating  how  the  decision  making  process 
works  in  business  organizations. 

Operations  research  provides  a  method  for 
making  business  decisions.  This  method  of 
decision  making  (A)  provides  an  invariant 
operation  for  reaching  the  decision,  and  (B) 
insures  in  advance  the  decision  made  will  be 
the  best  possible  one  within  the  limitations 
specified  for  the  problem. 

The  mechanical  nature  of  this  method  of 
decision  making,  and  the  certainty  of  outcome, 
represent  important  developments  in  business 
decision  making.  These  developments  are  es¬ 
sentially  twofold.  The  actual  operation  of  de¬ 
cision  making  may  become  more  and  more 
of  a  technique,  effectively  carried  out  by  tech¬ 
nicians  rather  than  executives.  Relative  cer¬ 
tainty  of  outcome  will  permit  longer  range 
planning  and  fuller  understanding  of  future 
developments,  with  a  consequent  improve¬ 
ment  of  business  forecasting. 

Operations  research  and  linear  program¬ 
ming  represent,  therefore,  one  of  the  highest 
developments  of  the  institutional  bases  of  or¬ 
ganization  decision  making.  We  can  see  in  this 
development  the  convergence  of  the  rational 
character  of  business  organizations,  the  focus 
on  perpetuating  activities  in  organizations,  the 
intensive  use  of  experts — all  combined  to  pro¬ 
duce  conditions  where  decision  making  loses 
most  of  its  artistic  character  and  develops  pre¬ 
cision  never  before  achieved. 

There  are  three  aspects  of  operations  re¬ 
search  that  deserve  particular  attention.  First, 
the  “rules  of  the  game”  are  defined  in  general 
models.  These  models  are  the  theory  about 
the  behavior  being  studied.  Thus,  the  theory 


of  probability  is  a  general  theory,  important 
in  building  models  of  business  problems.  When 
probability  theory  is  used  in  the  solution  of  a 
business  problem  it  represents  an  application 
of  the  theory,  just  as  the  theory  may  be  applied 
in  the  studies  of  public  attitudes,  voting  behav¬ 
ior,  or  celestial  movements. 

A  second  feature  of  operations  research  is 
that  the  applied  situation  becomes  one  of 
“putting  the  data  into  a  theoretical  model  and 
cranking  out  the  answer.”  Once  the  theoretical 
model  is  fully  understood,  formulas  can  be  es¬ 
tablished  for  routine  application  of  the  theory 
to  standard  situations.  The  theory  and  its 
operations  guarantee,  in  advance,  certainty 
of  an  answer,  and  its  validity.  Under  these 
circumstances,  decision  making  becomes  a 
technology  and  is  no  longer  a  matter  of  “judg¬ 
ment”  or  of  “art.” 

The  third  feature  of  operations  research 
as  applied  to  business  decision  making  is  that 
the  construction  of  the  theoretical  models  and 
the  selection  of  variables  to  put  into  the  model 
become  the  important  intellectual  steps.  It  is 
here  that  the  businessman  as  a  businessman 
functions  to  make  decisions  by  which  opera¬ 
tions  research  or  linear  programming  are  ef¬ 
fectively  applied  to  business  problems.  If  the 
wrong  variables  are  chosen  to  build  into  theor¬ 
etical  models,  or  if  the  relationship  among  the 
variables  is  inappropriate,  then  the  model  may 
grind  out  an  answer,  but  the  answer  will  not 
be  to  the  questions  asked.21 

Decision  making  operations  are  becoming 
more  and  more  technical.  The  areas  of  execu¬ 
tive  judgment  may  shift  from  that  of  reaching 
a  conclusion,  to  that  of  being  able  to  define 
a  problem  and  specify  the  proper  variables 
and  their  interrelationships  for  its  analysis. 

With  further  development  of  operations  re¬ 
search  and  linear  programming  still  another 
kind  of  expertness  will  be  introduced  into  the 
business  realm.  This  expert’s  area  of  compe¬ 
tence  is  mathematics  and  probability  theory. 
The  subject  matter  of  mathematics  is  highly 
abstract  and  often  “impractical.”  In  the  de¬ 
velopment  of  operations  research  we  probably 
have  the  best  single  example  of  how  abstract 
thinking  becomes  ultimately  the  basis  for  the 
most  practical  kinds  of  solutions  to  practical 
business  problems. 
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EXAMPLES  OF  INSTITUTIONALIZED  DECISIONS 


In  principle,  every  area  of  business  opera¬ 
tion  is  subject  to  some  degree  of  institutional¬ 
ized  decision  making.  We  can  say  this  another 
way  by  suggesting  that  there  are  no  areas  of 
business  decision  where  there  is  not  a  model 
by  which  to  go. 

There  are  some  areas  of  business  in  which 
decision  models  are  less  complete  and  less 
precise  than  in  other  areas.  It  is  in  such  opera¬ 
tions  that  decision  making  is  still  considered 
an  art.  Differences  between  artistic  aspects  of 
decision  making  and  systematic  aspects  are 
ones  of  degree  rather  than  kind.  Pressures  in 
business  organizations  are  in  the  direction  of 
systematizing  models  for  decision  making  and, 
therefore,  the  certainty  with  which  decisions 
will  be  appropriate  and  effective  for  the  or¬ 
ganization. 

We  can  say,  in  general,  that  every  area  of 
business  decisions  displays  some  degree  of 
institutionalization.22  It  may  be  instructive  to 
examine  briefly  how  institutionalized  decision 
making  is  exhibited  in  various  parts  of  work 
organization  operations. 


TECHNOLOGY 

American  business  operations  are  based  on 
a  philosophic  assumption  that  technology  is 
always  subject  to  improvement.  This  faith  in 
technological  progress  is  the  foundation  for 
institutional  pressure  to  value  technological 
change. 

Such  emphasis  on  innovation  is  historically 
unique.  The  history  of  technological  advance 
makes  clear  that  innovation  tended  to  be  re¬ 
sisted  rather  than  welcomed.  Only  since  the 
Industrial  Revolution  has  the  reverse  been 
generally  true.23 

The  impact  of  faith  in  change  on  executive 
decision  has  been  marked.  The  term  “progres¬ 
sive  management”  derives  its  meaning  almost 
exclusively  from  belief  in  technological  ad¬ 
vance.  Executives  are  under  pressure  to  give 
active  expression  to  this  idea  by  favoring  im¬ 
proved  technology  in  their  decisions.  This  is 
truly  an  institutional  imperative  affecting  exec¬ 
utive  decisions  even  though  the  influential  fac¬ 


tor  is  an  idea.  Ideas,  too,  can  be  institutional¬ 
ized,  as  this  instance  illustrates. 


PRODUCTION 

In  the  production  realm  a  conservative  in¬ 
stitutional  influence  operates.  High  speed  pro¬ 
duction  is  dependent  on  long  runs  for  its  effi¬ 
ciency.  Orders  for  products  have  to  be  in 
sufficient  quantity  that  items  can  be  produced 
for  relatively  long  periods  of  time  with  no 
change  in  machine  set-up,  materials,  or  oper¬ 
ations.  Once  a  production  line  is  operating 
effectively,  there  is  a  strong  disinclination  to 
change  it. 

Emphasis  on  stability  in  operations  is  a 
characteristic  feature  of  production  units.  Pro¬ 
duction  people  tend  to  oppose  changes  in 
materials,  machines,  or  operating  arrange¬ 
ment  that  will  halt  production  and  require 
reorganizations  of  the  production  unit. 

Reasons  for  this  conservative  orientation 
are  not  hard  to  find.  Pressure  is  on  pro¬ 
duction  units  to  get  the  most  out  with  the 
least  effort  and  expense.  Any  interruptions  in 
work  flow  will  be  costly,  and  will  lower  volume 
of  output.  Production  men  are  under  constant 
pressure  to  keep  output  at  a  high  and  stable 
volume.  Consequently,  they  oppose  any  dis¬ 
turbances  that  will  affect  stability  of  output. 

It  is  interesting  to  note  that  faith  in  techno¬ 
logical  innovation,  and  desire  for  high  volume 
of  output  are  in  conflict  in  the  short  run.  On 
a  day-to-day  basis,  the  production  man  is  op¬ 
posed  to  technological  innovation  that  will 
temporarily  upset  his  stable  producing  unit. 
In  the  long  run  he  may  share  faith  in  techno¬ 
logical  advancement,  and  accept  improve¬ 
ments  where  they  can  be  planned  into  his 
producing  unit  so  that  he  is  not  held  respon¬ 
sible  for  lowered  output  while  the  innovation 
is  being  “run  in.”  This,  incidently,  partly  ac¬ 
counts  for  the  pilot  line  or  pilot  plant  tech¬ 
nique  for  introducing  major  technological  in¬ 
novations.  The  pilot  operation  is  completely 
separated  from  the  producing  operations.  All 
“bugs”  are  worked  out  of  the  process  before 
it  is  “put  on  the  line.”  This  removes  respon- 
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sibil ity  from  the  production  man  for  having  to 
maintain  high  volume  of  output  with  untried 
methods. 

The  major  institutionalized  factor  in  pro¬ 
duction  affecting  decisions  is  the  demand  for 
continuous  high  level  output.  This  leads  to 
favoring  those  operating  conditions  that  will 
minimize  change  once  a  satisfactory  operating 
level  is  reached. 


ACCOUNTING 

Accounting  as  an  aspect  of  executive  control 
of  work  organizations  has  an  interesting  in¬ 
fluence  in  institutionalizing  rationality  in  oper¬ 
ations.  The  basic  operation  of  accounting  is 
the  precise  assignment  of  a  cost  or  income  fac¬ 
tor  to  an  accounting  category  for  summarizing 
it.  Thus,  an  item  of  expenditure  may  either  be 
a  direct  or  overhead  cost.  It  has  to  find  its 
place  in  some  category  that  accounts  for  it. 

Business  operations  are  not  quite  as  clean- 
cut  and  neat  as  acounting  practice  would  have 
them.  Yet  the  acounting  sheets  must  be  filled 
with  figures,  placed  in  the  proper  column. 
There  is  a  spurious  kind  of  precision  de¬ 
manded  in  making  up  accounting  reports. 
Things  seem  more  precise  than  they  really  are. 

This  is  not  to  be  taken  as  a  criticism  of 
accounting.  The  point  is  simply  that  the  ap¬ 
pearance  of  rationality  and  knowledge  that  a 
column  of  figures  gives  is  not  exactly  matched 
by  the  reality  it  represents. 

On  the  other  hand,  the  need  for  precision 
in  accounting  reports  has  had  a  genuine  influ¬ 
ence  in  making  more  accurate  assignments  of 
costs  and  income.  With  better  knowledge 
about  the  distribution  of  costs  and  income 
has  come  more  adequate  and  rational  execu¬ 
tive  decision  making. 

The  functions  of  an  accountant  force  him 
into  precision  analysis.  His  very  precision  has 
a  feedback  on  the  organization,  making  its 


operations  more  precisely  known,  leading  to 
greater  rationality  in  management  by  increas¬ 
ing  the  volume  and  quality  of  knowledge  about 
operations.24 

SALES 

One  of  the  principal  institutional  factors  af¬ 
fecting  sales  is  the  fact  that  this  is  the  major 
area  in  which  the  work  organization  is  out¬ 
wardly  oriented.  It  is  through  product  sales 
that  the  work  organization  is  tied  to  its  con¬ 
suming  public.  The  behavior  of  sales  personnel 
and  sales  decisions  are  almost  exclusively  ori¬ 
ented  toward  the  customer,  who  is  not  part  of 
the  work  organization. 

Customer  orientation  of  sales  tends  to  pre¬ 
sent  a  special  face  of  the  organization  to  the 
outside  world.  There  is  a  vast  difference  in 
appearance  between  the  booming,  noisy,  dusty, 
drab,  hot,  cluttered  production  shops  where 
refrigerator  bodies  are  stamped  out  on  huge 
forming  presses,  and  the  plush  sales  floor  of  a 
retail  shop  where  the  gleaming  refrigerator  is 
sold.  Furthermore,  the  kinds  of  behavior  in 
the  production  shop  are  much  more  subject 
to  control.  In  relations  with  customers,  the 
control  of  the  situation  is  shifted  in  the  cus¬ 
tomers’  direction.  As  a  result,  sales  personnel 
are  likely  to  be  much  more  “other  directed” 
in  their  orientation  and  behavior.25  In  the  in¬ 
stance  of  sales  activities  we  see  the  impact  on 
institutional  decisions  of  groups  and  persons 
external  to,  but  functionally  necessary  for  work 
organizations. 

These  very  brief  summary  statements  are 
intended  simply  to  illustrate  the  character  of 
some  institutional  imperatives  playing  on  work 
organization  behavior  and  executive  decision 
making.  The  examples  are  not  exhaustive. 
They  should  give  you  a  notion  of  some  of 
the  subtle  connections  between  the  environ¬ 
ment  in  which  executives  operate  and  their 
behavior  as  decision  makers. 


DECISIONS  AND  STABILITY 


The  most  pervasive  imperative  playing  on 
decision  making  is  the  need  to  solve  problems. 
Work  organizations  are  rational  in  structure, 
goals,  and  operations.  They  operate  with  scarce 


resources  and  have  limited  time  periods  for 
“paying  off.”  Any  problems  that  represent  sig¬ 
nificant  blocks  to  continuous  operations  and 
goal  achievement  threaten  the  very  existence 
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of  the  organization.  Such  problems  must  be 
solved,  however  imperfectly,  so  that  work  can 
move  ahead  toward  planned  goals. 

An  unsolved  operating  problem  is  a  visible 
threat  to  the  organization.  It  means  that  a 
planned-for  outcome  may  not  be  achieved. 
Control  systems  are  often  designed  to  give 
literal  and  visible  signals  that  a  problem  has 
arisen.  The  common  symbol  of  “red  ink”  to 
represent  a  financial  loss,  or  deficit,  is  a  literal 
signal  of  a  problem.  Visual  production  control 
schemes  similarly  employ  colored  or  shaped 
warning  signals  indicating  present  or  prospec¬ 
tive  operating  problems. 

The  simple  fact  of  the  matter  is  that  a 
business  organization  is  a  finely  balanced  oper¬ 
ating  system.  Any  evidence  that  a  part  of  the 
system  is  malfunctioning  poses  an  immediate 
threat  to  the  stability  of  the  whole  organiza¬ 
tion. 

Executives  attempt  to  design  their  organiza¬ 
tions  so  that  there  is  a  maximum  of  stability, 
achieved  partly  through  self-stabilizing  actions. 
Any  control  of  work  activities  not  only  tells 
those  subject  to  it  what  is  expected  in  the  way 
of  behavior,  but  also  signals  when  they  fail  to 
comply.  This  signaling  of  failure  in  doing  what 
is  expected  is  an  important  form  of  self-stabil¬ 


ization;  it  immediately  calls  into  action  the 
“trouble  shooters”  who  are  prepared  to  make 
decisions  solving  the  problem. 

Executives  are  constantly  faced  with  the 
need  for  being  organization  “trouble  shooters.” 
A  significant  per  cent  of  all  executive  decisions 
made  are  concerned  with  restoring  stability  in 
circumstances  where  planned-for  results  do 
not  materialize. 

A  major  goal  of  all  work  organizations  is 
stability  of  operations.  This  does  not  imply 
stagnation.  Stability  may  mean  a  stationary 
level  of  output.  It  may  mean  a  regular  cycle 
of  output  varying  with  the  seasons.  It  may 
mean  a  systematic  increment  of  output  through 
time,  or  it  may  even  mean  an  orderly  decline  in 
output. 

The  central  point  about  business  stability  is 
this:  some  systematic  plan  for  operations  is 
developed  with  the  full  anticipation  that  it 
will  be  achieved.  It  is  a  major  responsibility  of 
executives  to  direct  their  decisions  at  insuring 
a  reasonable  organizational  effort  to  achieve 
the  planned  for  operations.  This  means  that 
there  is  a  strong  institutional  imperative  to 
solve  immediately  all  operating  problems  con¬ 
stituting  roadblocks  to  the  realization  of  plans 
and  schedules. 


DECISIONS  AND  CHANGE 


The  picture  that  we  have  up  to  this  point 
portrays  the  organization  in  relative  equilib¬ 
rium.  It  is  nevertheless  true  that  business  or¬ 
ganizations  particularly  are  subject  to  con¬ 
tingencies  making  change  an  essential  feature 
of  their  operations.  We,  therefore,  have  to 
examine  the  relationship  between  institution¬ 
alized  decision  making  and  change  in  business 
organizations. 

A  new  technology  may  give  rise  to  a  whole 
new  set  of  operations,  the  development  of  new 
products,  new  marketing  procedures,  and  new 
personnel  problems  requiring  immediate  solu¬ 
tion.  Indeed,  it  might  be  argued  that  the  real 
“art”  of  the  executive  lies  in  confronting  and 
handling  changes  impinging  on  his  organiza¬ 
tion.  The  executive  can  leave  to  the  technician 
development  of  standardized  procedures  for 
decision  making  in  stable  situations.  The  tech¬ 
nician  is  probably  incapable  of  handling  situa¬ 


tions  in  which  significant  change  occurs  af¬ 
fecting  areas  of  stable  behavior. 

It  is  here  that  the  executive  has  to  take  into 
account  the  nature  of  the  changes  and  their 
impact  on  the  internal  and  external  environ¬ 
ment  of  his  organization.  Ele  may  have  to  re¬ 
design  his  decision  models  to  incorporate  the 
changes  in  operations  of  his  firm.20 

There  may  be  some  areas  of  business  opera¬ 
tions  in  which  change  is  accepted  as  a  normal 
and'  standard  feature.  This  is  particularly  true 
of  sales  promotion,  and  technological  develop¬ 
ment.  However,  there  are  other  areas  in  which 
the  impact  of  change  may  be  viewed  as  un¬ 
desirable,  and  the  whole  goal  is  to  stabilize 
operations  and  systems  in  human  behavior. 
This  appears  to  be  true  in  the  personnel  area27 
and  in  the  area  of  business  financing.28  Thus, 
areas  of  business  operations  are  affected  dif¬ 
ferently  by  change. 
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Sociologists  have  developed  a  term  “cultural 
lag”  to  deal  with  the  degree  of  permeability 
that  change  has  in  various  aspects  of  human 
behavior.  The  “cultural  lag”  concept  suggests 
that  systematic  ways  of  behaving  tend  to  per¬ 
sist,  and  to  exclude  alternatives  that  upset 
the  system.  Consequently,  while  knowledge 
may  exist  of  desirable  changes  that  could  be 
incorporated  in  the  business  firm,  the  depen¬ 
dent  behaviors  requiring  modification  in  order 
to  incorporate  the  proposed  change  would  be 
so  extensive  that  the  change  may  be  rejected.29 

For  example,  the  undepreciated  value  of  a 
piece  of  equipment  may  necessitate  its  con¬ 
tinued  use  because  it  still  has  a  book  value, 
even  though  a  successor  piece  of  machinery  is 
demonstrably  more  efficient  in  turning  out  the 
identical  product.  Here  the  system  of  account¬ 
ing,  and  the  allocation  of  costs  in  the  firm,  be¬ 
come  all  important,  and  the  production  objec¬ 
tive  may  have  secondary  value  in  keeping  an 
obsolete  piece  of  equipment  in  production. 

LIMITS  OF  CHANGE 

There  is  probably  no  example  of  a  perfectly 
static  work  organization.  Change  occurs,  how¬ 
ever  slow  its  progress.  On  the  other  hand,  there 
are  business  firms  that  appear  to  change  very 
rapidly.  There  is  probably  always  an  effective 
balance  between  stability  and  change,  between 
institutionalized  bases  for  decisions  and  oppor¬ 
tunistic  decisions  to  meet  changing  conditions. 
It  is  not  possible  to  specify  the  exact  balance 
between  stability  and  change.  It  is  probably 
true  that  the  former  outweighs  the  latter  in 
organizations  that  have  the  capacity  to  survive 
over  long  periods  of  time. 

We  can  gain  some  perspective  on  the  limits 
surrounding  change  by  examining  technologi¬ 
cal  advance.  It  has  already  been  noted  that 
industrial  management  has  a  strong  belief  in 
the  virtues  of  technical  improvement.  This  is 
one  area  of  business  operations  where  change 
is  valued  over  stability.  Yet,  as  we  will  see  be¬ 
low,  opportunities  for  technical  advance  are 
not  unlimited. 

It  is  a  sociological  truism  that  a  change  in 
culture  proceeds  from  existing  cultural  com¬ 
plexes.  Consequently,  we  would  expect  that 
the  development  of  a  particular  technical  ad¬ 
vance  grows  out  of  existing  technical  knowl¬ 


edge.  For  example,  effective  utilization  of 
atomic  fission  was  dependent  on  theoretical 
developments  in  physics  and  chemistry  as  well 
as  engineering  developments  in  modem  in¬ 
dustry.  Their  fusion  was  the  great  accomplish¬ 
ment  of  the  Manhattan  Project,  which  pro¬ 
duced  the  first  atomic  bomb.  Only  the  war 
emergency  could  have  impelled  the  govern¬ 
ment  to  make  the  vast  investments  necessary 
to  produce  fissionable  material.  The  amount 
of  capital  investment  necessary  far  exceeded 
the  financial  resources  of  any  of  the  typical 
institutions  that  develop  technology,  like  pri¬ 
vate  companies,  or  industrial  cartels.  World 
War  II  was  a  necessary  cultural  element  in 
the  development  of  controlled  atomic  fission. 

There  is  a  certain  logic  and  order  in  the 
development  of  technology  out  of  the  pre¬ 
existing  culture.  This  often  provides  a  basis 
for  predicting  the  future  course  of  technology. 
We  can  see,  for  example,  that  the  electronics 
industry,  which  has  produced  electronic  de¬ 
vices  and  “thinking  machines,”  will  have  great 
impact  in  the  next  quarter  or  half  century  on 
the  machine  equipment  of  modem  industry. 
The  automatic  plant  is  already  a  reality,  and 
will  come  into  general  use  in  the  next  half 
century.30 

This  is  a  safe  prediction,  for  the  technical 
elements  necessary  for  its  fulfillment  are  al¬ 
ready  evident.  Two  general  considerations  will 
slow  up  the  rapidity  with  which  electronics  and 
electronic  controls  will  be  used  in  modern 
production.  First,  the  present  tremendous  cap¬ 
ital  investment  in  machines  and  processes  must 
be  written  off  before  substituting  the  more 
modern  equipment.  Second,  the  ideas,  values, 
and  sentiments  that  surround  present  methods 
of  production  will  have  to  undergo  modifica¬ 
tion  in  the  direction  of  accepting  and  working 
out  the  social  consequences  of  the  new  systems 
of  production.  Both  of  these  considerations 
are  conservative  influences  that  will  slow  up 
the  introduction  of  the  newer  technology. 

Institutional  practices  are  habitual  ways  of 
behaving  that  have  become  routine  through 
constant  usage.  Once  established,  the  institu¬ 
tional  practices  tend  to  persist  because  there 
is  both  a  physical  investment  in  cultural  arti¬ 
facts,  and  a  psychological  investment  in  habit¬ 
ual  performance  that  places  relatively  high 
value  on  current  institutional  arrangements. 
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Is  it  not  possible  to  argue  that  a  free  enter¬ 
prise  system  implies  relatively  great  freedom 
for  industrial  managers  to  introduce  such 
changes  in  their  operations  that  they  deem 
prudent?  Or,  are  the  executives  of  industry 
subject  to  considerations  that  limit  choices 
about  future  development? 

There  are  important  limitations  on  the  un¬ 
checked  exercise  of  authority  even  for  those 
who  are  in  the  controlling  positions  in  our 
large  scale  organizations.  First  of  all,  the  legal 
system  provides  important  checks  on  decisions 
in  a  number  of  directions.  Private  decisions 
are  limited  by  certain  social  objectives  that 
must  be  met  and  which  are  embodied  in  the 
laws  and  regulations  of  the  society. 

Second,  the  complex  dependence  which  is 
characteristic  of  industrial  society  places  cer¬ 
tain  limits  on  the  direction  in  which  individual 
companies,  or  individual  industries,  may 
move.  For  example,  the  vast  development  of 
aluminum  production  required  that  new  uses 
be  found  for  aluminum  sheet  and  barstock  be¬ 
fore  the  increased  production  could  become 
economical.  During  World  War  II,  with  the 
aluminum  industry  expanded  considerably, 
the  output  for  its  products  went  into  aircraft 
manufacture.  However,  after  the  war  with  a 
cutback  in  aircraft  production,  alternative  uses 
had  to  be  found.  During  this  period  aluminum 
output  temporarily  fell  off.  In  a  sense,  there¬ 
fore,  the  evolving  technology  can  move  only 
as  rapidly  as  there  is  a  reasonable  accomoda¬ 
tion  to  the  changes  produced  in  the  other  seg¬ 
ments  of  industry  and  the  whole  economy. 

A  third  factor  that  affects  the  range  of 
private  decisions  in  managing  organizations 

FREEDOM  AN 

It  is  an  important  element  in  Marxist  philos¬ 
ophy  that  control  of  the  means  of  production 
is  the  key  to  social  power  in  modern  industrial 
society.  A  more  modern  view  suggests  that 
ownership  or  control  of  industry  is  not  the 
crucial  factor  in  social  power  deriving  from 
industrial  technology.  More  important  is  the 
ability  to  determine  the  direction  in  which 
the  new  technology  will  evolve.  It  should  now 
be  clear  that  this  is  not  solely  the  consequence 
of  private  decisions  of  business  executives. 


that  control  our  technology  is  the  method  of 
industrial  financing.  Investments  in  capital 
goods  are  typically  written  off,  or  amortized, 
over  a  period  of  years.  There  is  an  expectation 
that  a  piece  of  equipment  not  fully  amortized 
will  be  continued  in  operation  until  it  is  paid 
for  out  of  future  production.  This  provides  a 
brake  on  too  rapid  introduction  of  new 
changes  in  technology. 

Consumer  resistance  to  changes  in  products 
may  constitute  still  another  brake  on  full 
freedom  in  the  exercise  of  organizational  de¬ 
cisions  with  respect  to  technology.  Mass  con¬ 
sumers  may  be  unwilling  or  unaccustomed  to 
accept  new  products  that  could  be  produced. 
Until  consumer  acceptance  is  built  up  the 
products  will  not  be  successful  on  the  market. 

Labor  organizations  will,  through  their 
union  contracts,  provide  additional  limits  with¬ 
in  which  organizational  decisions  have  to  be 
made.  This  may  cover  the  rapidity  with  which 
technological  changes  are  introduced,  and  the 
rapidity  with  which  job  changes  will  be  per¬ 
mitted.  The  union  contract  will  also  cover 
important  decisions  affecting  labor  costs,  and 
thereby  cost  pressures  affecting  changes  in 
technology. 

We  can  see  that  there  is  not  complete  free¬ 
dom  of  choice  among  decisions  governing  the 
introduction  of  new  technologies.  Therefore 
there  is  not  complete  freedom  to  exercise  total 
influence  over  the  development  of  our  indus¬ 
trial  society.  In  this  sense,  we  can  say  that 
even  though  control  of  the  developing  tech¬ 
nologies  may  be  centered  in  executives  of 
work  organizations,  it  does  not  follow  that 
they  have  unlimited  social  power. 

D  DECISIONS 

Technology  changes  as  a  consequence  of  com¬ 
posite  decisions  of  directors  of  business  firms, 
legislators,  competitors,  consumers,  and  labor 
union  officials,  made  in  the  light  of  present 
institutional  practices  defining  the  nature  of 
work,  the  division  of  labor  among  industries, 
investment  policies,  and  the  conditions  of  or¬ 
ganization  stability. 

The  social  power  of  those  who  control 
industry  is  greats1  The  managers  of  industry 
make  highly  important  decisions  that  affect 
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the  lives  of  many  people  who  are  employees 
and  customers. 

In  the  context  of  the  whole  society,  execu¬ 
tive  decisions  are  neither  unlimited  in  range, 
nor  capricious  in  their  content.  It  is  the  central 
point  of  this  chapter  that  most  of  the  influences 
playing  on  executive  decision  center  on  main¬ 
taining  stability  in  complex  industrial  organi- 
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zations.  It  is  difficult  either  to  be  willful  or 
imaginative  in  making  executive  decisions.  In¬ 
deed,  one  of  the  central  problems  of  indus¬ 
trial  leadership  is  the  development  of  broad 
imagination  in  guiding  industrial  firms  through 
a  changing  environment,  as  we  shall  see  in 
Chapter  21,  “Management  as  Leadership.” 
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Ths  millions  of  men  and  women  who  daily  work  in  the  factories  and  offices  of  the 
country  constitute  its  labor  force.  These  men  and  women  (can  you  find  them?) 
are  employees  of  the  Ford  Motor  Company. 


Chapter 


LABOR  FORCE 


I  n  any  society,  the  labor  force  is  that  group  of 
people  who  work  for  a  living.  We  are  con¬ 
cerned,  in  this  chapter,  with  determining  how 
the  labor  force  of  our  society  compares  with 
that  of  other  societies,  and  why  there  are  the 
differences  that  we  find.  The  United  States  is 
a  fabulously  wealthy  country  and  this  fact 
leaves  its  mark  on  our  labor  force.  We  will 
also  make  a  detailed  examination  of  the  U.S. 


labor  force  to  determine  its  distribution  among 
the  broad  categories  of  remunerative  work, 
according  to  the  skill  of  the  people  working 
and,  finally,  in  terms  of  the  places  where  they 
carry  on  their  work. 

The  human  profile  of  an  industrial  society 
is  revealed  in  the  distribution  of  its  working 
members.  Our  task  for  this  chapter  is  to  sketch 
out  the  main  features  of  Americans  at  work.1 
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TOTAL  AMERICAN  LABOR  FORCE 


The  labor  force  has  received  different  defi¬ 
nitions,  depending  on  the  ways  in  which  its 
size  has  been  estimated.  The  U.S.  Census  Bu¬ 
reau’s  Monthly  Report  on  the  Labor  Force 
publishes  the  results  of  a  sample  survey  of 
people  who  are  asked  to  report  themselves  as 
employed,  unemployed,  or  not  in  the  labor 
force.  Those  now  employed  for  pay,  or  unem¬ 
ployed  but  seeking  work,  are  counted  as  part 
of  the  labor  force.2 


the  most  general  one  dealing  with  those  who 
are  economically  active  in  the  society.  The 
more  limited  concept  of  the  labor  force  covers 
those  who  are  now  working  for  pay,  or  who 
seek  such  work.  This  is  admittedly  an  arbitrary 
distinction  made  useful  by  the  fact  that  knowl¬ 
edge  of  the  labor  force  is  important  for  making 
socially  meaningful  decisions  about  economic 
policy. 

The  simplest  way  to  grasp  the  picture  of 


CHART  8.1 

THE  AMERICAN  LABOR  FORCE  IS  A  STABLE  PROPORTION  OF  THE  TOTAL  POPULATION 


1900  1920  1930  1940  1950 


Jaffe  and  Stewart  have  pointed  out  that 
the  working  force,  on  the  other  hand,  is  com¬ 
posed  of  those  who  are  economically  active, 
whether  or  not  they  are  paid  for  their  work.3 
In  primitive  societies  the  working  force  is 
hardly  distinguishable  from  the  total  popula¬ 
tion,  most  members  of  the  society  having  to 
work  to  provide  means  for  subsistence.  In  our 
society  more  people  are  part  of  the  working 
force  than  are  part  of  the  labor  force.  Included 
in  the  working  force  of  the  United  States  are 
housewives  and  other  unpaid  workers  who 
perform  socially  desired  services  without  draw¬ 
ing  pay  for  the  work  done. 

The  concept  of  the  working  force,  then,  is 


the  American  labor  force  is  to  view  it  in  its 
absolute  numbers,  and  as  a  percentage  of  the 
total  population.  Chart  8.1  presents  the  facts 
graphically.  The  large  light  figures  represent 
the  total  population  for  each  census  year  from 
1900  to  1950.  It  will  be  noted  that  the  popula¬ 
tion  has  exactly  doubled  in  the  fifty-year 
period.  The  dark  figures  represent  the  labor 
force.  The  labor  force  has  a  little  better  than 
doubled  over  the  same  period.  This  suggests 
that  the  labor  force  percentage  of  the  total 
population  has  been  relatively  stable.  These 
percentage  figures  are  shown  on  the  chart,  and 
have  increased  from  36.4  in  1900  to  39.5  in 
1950. 
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An  immediate  conclusion  is  obvious.  The  has  been  only  a  slight  increase  in  the  propor- 
American  labor  force  has  grown  in  numbers;  tion  of  all  citizens  who  are  part  of  the  labor 
in  the  long  run,  almost  entirely  as  a  conse-  force, 
quence  of  general  population  increase.  There 


RECENT  H  ISTORY  OF  TH 

We  can  now  look  at  the  American  labor 
force  in  a  historical  perspective.  We  want  to 
examine  some  of  the  basic  trends  among  the 
people  who  do  the  work  of  our  society. 

Table  8.1  shows  the  fifty-year  record  of  the 
proportion  of  the  population  14  years  and 
older  in  the  labor  force.  This  table  differs 
from  Chart  8.1  in  an  important  respect.  The 
table  excludes  the  very  young  who  do  no  pro¬ 
ductive  work  of  any  magnitude.  We  are  meas¬ 
uring  here  the  size  of  the  working  population 
in  relation  to  the  number  of  citizens  poten¬ 
tially  available  for  work.  In  Chart  8.1  we 
measured  the  labor  force  against  the  whole 
population.  Accordingly,  the  percentages  in 
the  table  are  higher  than  those  shown  on  the 
chart. 

TABLE  8.1 

THE  LABOR  FORCE  IS  A  STABLE  PROPORTION 
OF  THE  PEOPLE  AVAILABLE  FOR  WORK 


Per 

Cent  Age  14  and 
in  the  Labor  Force 

Over 

Year 

Total 

Male 

Female 

1900 

55.0 

87.7 

20.4 

1910 

54.3 

84.4 

22.7 

1920 

54.5 

84.1 

24.3 

1930 

55.2 

82.6 

27.9 

1940 

63.0 

89.2 

37.3 

1950 

57.5 

83.7 

32.1 

Source:  Reprinted  with  permission  from  A.  J. 
Jaffe  and  C.  D.  Stewart,  Manpower  Resources  and 
Utilization,  1951,  John  Wiley  &  Sons,  Inc.,  p.  164. 


It  can  be  noted,  first,  that  the  proportion 
of  the  population  available  for  work  and  in 
the  labor  force  has  been  remarkably  stable 
over  the  entire  fifty-year  period.  The  figure 
has  stabilized  between  55  and  60  per  cent, 
except  for  the  World  War  II  period  whose  im¬ 
pact  was  already  felt  in  the  figures  for  1940. 

The  second  notable  observation  about  Table 
8.1  is  that  the  proportion  of  males  in  the  labor 
force  has  been  equally  stable.  More  than  eight 
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out  of  ten  males  14  years  of  age  and  older 
are  in  the  labor  force. 

The  third  major  fact  about  Table  8.1  is 
that  over  the  years  an  increasing  proportion 
of  females  have  entered  the  labor  force.  As 
the  American  economy  expanded  its  demands 
for  labor,  a  higher  proportion  of  our  female 
population  has  been  drawn  into  industrial  and 
commercial  work. 

Another  aspect  of  the  historical  develop¬ 
ment  of  the  American  labor  force  is  revealed 
in  Table  8.2  showing  the  proportion  of  chil¬ 
dren  between  the  ages  of  10  and  15  who  were 
gainfully  employed.  In  the  sixty-year  period 
from  1890,  child  labor  has  virtually  disap¬ 
peared  as  a  significant  element  in  the  Ameri¬ 
can  labor  force.4  This  is  a  consequence  of 
conscious  social  policy  directed  at  keeping 
children  from  having  to  work.  It  has  been 
accomplished  through  compulsory  school  at¬ 
tendance  laws,  and  legislation  restricting  em¬ 
ployment  of  children  below  certain  ages. 

TABLE  8.2 

CHILD  LABOR  HAS  LARGELY  BEEN  ELIMINATED 


Per  Cent  Age  10  to  15  Gainfully 
Occupied * 

Year 

Total 

Male 

Female 

1890 

18.1 

25.9 

10.0 

1900 

18.2 

26.1 

10.2 

1910 

15.0 

21.7 

8.1 

1920 

11.3 

16.8 

5.8 

1930 

4.7 

6.4 

2.9 

1940 

1.8 

2.7 

0.8 

1950 

5.3 

7.8 

2.8 

Source:  Reprinted  with  permission  from  A.  J. 
Jaffe  and  C.  D.  Stewart,  Manpower  Resources  and 
Utilization,  1951,  John  Wiley  &  Sons,  Inc.,  p.  168. 

*  See  footnote  2. 

Over  shorter  periods  of  time  the  number 
of  persons  in  the  labor  force  can  vary  mark¬ 
edly.  This  is  particularly  true  in  periods  of 
national  stress.  During  World  War  II,  for  ex¬ 
ample,  the  labor  force  of  the  United  States 
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showed  a  temporary  increase  of  more  than 
10  million.  This  is  graphically  pictured  in 
Chart  8.2  where  the  civilian  labor  force  and 
the  armed  forces  are  shown  separately.  It  is 
clear  from  Chart  8.2  that  many  people  who 
were  not  regularly  in  the  labor  force  went  to 
work  to  carry  out  war  production. 

In  Table  8.3  we  have  displayed  the  wide 


showed  a  remarkable  capacity  to  shift  into 
the  labor  force  under  the  demands  of  a 
national  emergency.  The  readjustment  was 
possible,  of  course,  only  by  putting  to  work 
people  not  normally  in  the  labor  market. 

It  is  a  sociological  generalization  that  rapid 
social  change  occurs  in  periods  of  social  stress. 
This  is  well  illustrated  in  the  capacity  of  the 


CHART  8.2 

DURING  WAR  THE  TOTAL  LABOR  FORCE  SHOWS  A  LARGE 
TEMPORARY  INCREASE 
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fluctuations  that  occurred  in  the  Armed  Forces 
of  the  United  States  in  the  two  World  Wars. 
There  was,  for  example,  a  sixty-fold  increase 
in  the  Army  and  Navy  combined  from  1935 
to  the  World  War  II  peak.  The  civilian  labor 
force  during  World  War  II  remained  rela¬ 
tively  stable.  The  total  labor  force,  including 
the  Armed  Forces,  increased  substantially. 

We  may  conclude,  therefore,  that  for  every 
person  withdrawn  from  the  normal  labor  force 
to  serve  in  a  fighting  capacity,  another  worker 
entered  the  labor  market  to  take  his  place 
producing  war  goods.  The  American  people 


American  population  to  move  into  war  pro¬ 
duction  and  recruit  upwards  of  12  million  for 
its  Armed  Forces.  During  the  short-run  period 
of  the  War,  new  ideas  about  who  shall  work 
were  accepted  by  our  citizens,  and  the  total 
labor  force  expanded  accordingly.  After  the 
emergency  was  passed,  the  more  normal  ideas 
about  working  were  restored.  By  1950,  as 
Chart  8.1  shows,  the  long  term  relationship 
between  the  total  population  and  the  labor 
force  has  been  re-established  with  39.5  per 
cent  of  the  population  being  reported  in  the 
labor  force. 


AGE 
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TABLE  8.3 

THE  ARMED  FORCES  RAPIDLY  WITHDRAW  SUBSTANTIAL  NUMBERS 
FROM  THE  LABOR  FORCE  DURING  NATIONAL  EMERGENCIES 


U.  S.  Military  Strength  (in  thousands ) 


Time  Period 

Total 

Army 

Air  Force  * 

Navy 

Average  Strength 

1915 

173 

106 

67 

World  War  I  Peak 

4,265 

3,665 

600 

Average  Strength 

1935 

244 

132 

_ 

112 

World  War  II  Peak 
June,  1950 

12,178 

8,291 

— 

3,887 

(Pre-Korea) 

1,458 

591 

411 

456 

June,  1951  (1  Year 

after  Korea) 

3,186 

1,550 

737 

899 

June,  1953 

3,515 

1,485 

.  975 

1,055 

*  Included  with  Army  through  World  War  II. 

Source:  Reprinted  with  permission  from  William  Haber,  et  al  (eds.), 
Manpower  in  the  United  States:  Problems  and  Policies,  1954,  Harper  & 
Brothers,  p.  171. 
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MALES  ARE  THE  PRINCIPAL  BREADWINNERS  IN  AMERICAN  SOCIETY 
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ACTIVITY  OF  THE  TOTAL  POPULATION 


It  is  instructive  to  consider  how  the  whole 
population  relates  to  the  labor  force.  We  can 
secure  a  picture  of  the  broad  categories  of 
activities  of  the  population  from  Chart  8.3 
which  is  in  the  form  of  a  population  pyramid. 
This  population  pyramid  shows  the  numbers 
of  persons  in  each  five-year  age  interval.  To 
the  left  of  the  center  line  of  the  pyramid  are 
shown  the  males;  to  the  right,  the  females. 
Vertical  divisions  on  this  population  pyramid 
show  the  labor  force,  the  homemakers,  those 
in  school,  and  all  others. 

Chart  8.3  makes  very  clear  that  the  Ameri¬ 
can  labor  force  is  asymmetrical  with  respect 
to  sex.  There  are  many  more  males  in  each 
age  level  in  the  labor  force  than  there  are  fe¬ 
males.  Obviously,  our  society  makes  the  male 
the  principal  bread  winner.  The  characteristic 
balancing  activity  for  females  20  years  and 
older  is  that  of  homemaker,  as  revealed  in  the 
population  pyramid.  Observing  that  a  high 
proportion  of  males  ages  20  through  65  were 
already  in  the  labor  force,  it  is  clear  that  ex¬ 
pansion  in  the  number  of  people  working 
means  bringing  more  females  into  the  labor 
market.  Females  constitute,  in  our  society,  a 
reserve  labor  force.5  They  enter  remunerative 
work  during  times  of  emergency,  like  a  war, 
or  during  periods  of  increased  labor  demand, 
such  as  was  experienced  in  post  World  War 
II  days.6 

The  reserve  labor  force  represented  by 
women  is  further  illustrated  in  Table  8.4, 
where  the  labor  force  participation  rates  for 
married  women  living  with  their  husbands  is 
shown.  The  husband  may  normally  be  pre¬ 
sumed  to  be  the  primary  provider  so  that 
when  his  wife  goes  to  work  it  is  usually  as  a 
secondary  breadwinner.  During  this  period 
of  more  than  a  decade  the  proportion  of  mar¬ 
ried  women  at  work,  or  seeking  work,  almost 
doubled.7  It  will  be  noted  that  for  each  age 
group,  except  14-19  years,  there  has  been  an 
increase  in  the  percentage  of  married  women 
in  the  labor  force.  In  our  high  level  economy, 
the  growing  demand  for  labor  has  already  had 


its  effect  in  putting  homemakers  to  work  for 
wages.  We  will  leave  to  students  of  the  family 
the  task  of  determining  the  impact  of  an  in¬ 
creased  proportion  of  working  wives  on 
American  family  behavior. 

TABLE  8.4 

PROPORTION  OF  WOMEN  AS  SUPPLEMENTARY 
BREADWINNERS  HAS  INCREASED  SHARPLY 


Labor  Force  Participation 
Age  of  Women  Rates  of  Married  Women 

Living  with  Their  Husbands 


1940 

1950 

1955 

Total 

14.7 

23.8 

27.7 

14 

to 

19 

years 

10.7 

24.0 

19.8 

20 

to 

24 

years 

18.6 

28.5 

29.4 

25 

to 

34 

years 

19.0 

23.8 

26.0 

35 

to 

44 

years 

16.3 

28.5 

33.7 

45 

to 

64 

years 

10.3 

21.8 

29.8 

65  years  and  over 

4.1 

6.4 

7.5 

Source:  U.  S.  Bureau  of  the  Census,  Current  Pop¬ 
ulation  Reports,  Series  P-50,  Nos.  22  and  39;  and 
Statistical  Abstract  of  the  United  States,  1956. 

A  second  notable  feature  of  the  population 
pyramid  is  the  picture  it  presents  of  the  fu¬ 
ture  labor  force  of  the  United  States.  The 
high  level  of  present  birth  rate  has  made  the 
pyramid  bulge  in  the  age  groups  under  10 
years.  These  same  children,  starting  in  the 
1960  decade,  will  begin  to  reach  normal  work¬ 
ing  ages.  Since  these  children  are  already 
born,  and  since  the  death  rates  for  the  first 
thirty  years  are  relatively  low,  we  can  predict 
that  the  labor  force  will  show  a  marked  in¬ 
crease  after  1960,  due  to  the  present  age  dis¬ 
tribution  and  the  present  high  birth  rate. 
Based  solely  on  the  number  of  workers  avail¬ 
able,  America’s  capacity  to  produce  will 
increase.8  If  we  also  consider  increased  pro¬ 
ductivity  due  to  technology,  it  seems  clear  that 
the  productive  capacity  of  our  economy  can 
grow  very  considerably  during  the  last  four 
decades  of  the  twentieth  century. 
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SEASONAL  LABOR  FORCE  VARIATIONS 


Another  way  of  grasping  the  fluid  nature 
of  the  labor  force  over  the  short  run  is  shown 
in  Chart  8.4  where  the  labor  force  is  pictured 
during  a  single  year.  Here  the  total  population 
14  years  of  age  and  older  is  distributed  ac¬ 
cording  to  its  status  in  the  labor  market.  The 
shaded  portion  of  the  chart  shows  the  number 
of  men  and  women  who  would  be  in  and  out 
of  the  labor  force  at  some  time  during  the 
year.  Seasonable  employment  for  those  not 
normally  in  the  labor  force  is  what  draws  them 
to  work  temporarily,  and,  of  course,  would 
account  for  their  leaving  the  labor  force  at 
the  end  of  the  work  season. 

The  total  number  of  men  and  women  in 
the  labor  force  at  any  time  during  a  year  is 
relatively  stable.  The  particular  people  who 
are  working  or  seeking  work  may  vary  at  any 
given  time. 

We  now  have  a  picture  of  the  general  fea¬ 


tures  of  the  American  labor  force  in  terms  of 
its  numbers  and  its  sex  composition.  The  long¬ 
term  trend  is  for  an  increase  in  the  size  of  the 
working  population,  but  with  no  marked  in¬ 
crease  in  the  proportion  of  all  people  who 
work.  Women  constitute  the  major  reserve 
labor  force  for  the  country,  although  in  the 
last  four  decades  of  this  century,  the  present 
birth  rate  will  guarantee  an  increased  number 
of  people  available  for  work.  During  periods 
of  crisis,  people  not  normally  in  the  labor 
market  go  to  work  if  production  demands  are 
high.  There  is  some  indication  for  our  society 
that  women  are  exchanging  their  homemaker 
roles  for  that  of  supplementary  breadwinner, 
which,  if  the  trend  continues,  will  mean  that 
the  total  labor  force  will  increase  even  more 
rapidly  than  what  is  already  guaranteed  by 
the  present  high  birth  rate. 


CHART  8.4 

PEOPLE  MOVE  IN  AND  OUT  OF  THE  LABOR  FORCE  EACH  YEAR 


MEN 


I  Normally  in  Labor  Force 

pfcurea  Occasionally  withdraw 
IBii  from  Labor  Force 

□  Normally  not  in 

Labor  Force  but  work 
occasionally 

□  Not  in  Labor  Force 


31.1  Million 


-20 


-30 


-40 


Reprinted  with  permission  from  W.  S.  Woytinsky  and 
Associates,  Employment  and  Wages  in  the  United  States, 
The  Twentieth  Century  Fund,  1953,  p.  315. 
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INTERNATIONAL  LABOR  FORCE  COMPARISONS 


There  are  wide  differences  in  the  participa¬ 
tion  of  people  in  the  labor  force  among  vari¬ 
ous  countries  of  the  world.  Basically,  these 
variations  are  the  consequences  of  differences 
among  the  economies  represented. 

Iff  Table  8.5  the  gainful  worker  rates  for 
men  in  three  age  groups  are  shown  in  selected 
countries.  Three  basic  facts  are  revealed. 


draws  upon  the  basic  core  of  males  in  the  age 
group  of  20  to  64. 

The  next  general  observation  about  Table 
8.5  has  to  do  with  the  proportion  of  males  65 
years  and  older  who  are  still  gainful  workers. 
Here  the  range  is  more  than  two  and  one-half 
times,  from  the  low  of  29.7  per  cent  in  Ger¬ 
many  to  86.3  per  cent  in  Egypt.  An  examina- 


TABLE  8.5 

CORE  OF  THE  LABOR  FORCE  IS  AGE  20  TO  64  WITH  FEWER 
OLDER  PEOPLE  WORKING  IN  INDUSTRIALIZED  COUNTRIES 


Gainful  Worker  Rates  for  Men  * 

Country  and  Date 

65  Years 
and  Over 

20-64 

Years 

15-19 

Years 

Egypt  (1937) 

86.3 

97.0 

91.1 

Hungary  (1930) 

83.3 

98.3 

87.6 

Peru  (1940) 

82.6 

93.5 

61.2 

Panama  (1940) 

82.0 

96.8 

77.1 

Rumania  (1930) 

77.8 

98.0 

t 

Brazil  (1940) 

74.3 

95.3 

t 

Italy  (1936) 

72.6 

96.3 

88.0 

Ireland  (1936) 

67.3 

95.4 

71.1 

Bulgaria  (1934) 

67.1 

96.7 

79.6 

Greece  (1946) 

64.0 

95.3 

65.3 

Japan  (1930) 

63.0 

95.3 

78.5 

Switzerland  (1930) 

62.5 

96.1 

78.4 

France  (1931) 

59.4 

94.5 

82.3 

Australia  (1933) 

57.0 

97.0 

80.8 

Philippines  ( 1939) 

53.3 

94.5 

69.2 

Norway  (1930) 

53.1 

95.5 

76.6 

Czechoslovakia  (1930) 

53.0 

94.4 

82.2 

Sweden  (1930) 

49.8 

95.6 

82.3 

United  Kingdom  (1931) 

47.9 

96.7 

88.3 

Canada  (1941 ) 

47.2 

96.0 

59.3 

Belgium  (1930) 

45.3 

95.3 

80.4 

Netherlands  (1930) 

42.6 

95.0 

78.2 

United  States  (1940) 

41.7 

98.7 

36.5 

New  Zealand  (1936) 

40.0 

96.3 

87.9 

Denmark  (1940) 

35.1 

95.9 

85.1 

Germany  (1939) 

29.7 

92.7 

86.1 

Source:  Censuses  of  individual  countries  and  various  issues  of  the  Year¬ 
book,  International  Labour  Office.  The  years  were  selected  to  make  the 
comparisons  for  similar  time  periods. 

*  See  footnote  2. 
t  Not  available. 


We  first  note  that  in  the  normally  produc¬ 
tive  ages  of  20  to  64  all  countries  show  more 
than  90  per  cent  of  the  males  as  gainful  work¬ 
ers.  Thus,  we  can  see  that  the  labor  force  of 
each  country,  irrespective  of  its  economy, 


tion  of  the  array  of  countries  shows  that  there 
is  a  marked  tendency  for  agrarian  and  “poor” 
societies  to  retain  a  higher  percentage  of  their 
older  males  in  the  labor  force.  On  the  other 
hand  wealthy  countries,  and  those  more  highly 
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industrialized,  permit  leisure  for  older  citi¬ 
zens,  no  longer  requiring  their  services  for 
productive  labor.  The  correlation  is  not  high, 
but  the  general  trend  is  evident. 

The  third  observation  regarding  Table 
8.5  is  that  the  relationship  between  type  of 
economy  and  the  employment  of  younger 
males  is  not  strong.  The  country  using  the 
highest  proportion  of  its  young  males  in  the 
labor  force,  Egypt,  exceeds  by  approximately 
two  and  one-half  times  the  figure  for  the  low¬ 
est  country,  the  United  States.  This  accords 
with  our  general  expectation  that  industrial¬ 
ized  countries  can  afford  to  give  leisure  to 
their  younger  citizens.  However,  some  highly 
industrialized  countries,  like  Germany  and 
the  United  Kingdom,  also  employ  a  very  high 
percentage  of  their  young  males  for  produc¬ 
tive  work,  while  agrarian  countries,  like  Peru 


LABOR  FORCE  AND 

From  the  facts  so  far  considered,  a  general¬ 
ization  emerges.  The  labor  force,  through  its 
productive  efforts,  supports  the  total  popula¬ 
tion.  At  the  same  time,  some  parts  of  the 
population  can  be  relieved  from  work  and  yet 
there  is  evidence  to  suggest  that  the  people 
as  a  whole  are  economically  better  off.  This 
apparent  paradox,  of  economies  that  are  bet¬ 
ter  off  while  a  significant  proportion  of  their 
citizens  enjoys  freedom  from  work,  needs  fur¬ 
ther  elaboration.  We  will  shortly  see  that  the 
paradox  is  resolved  when  we  observe  that  it 
is  not  human  energy  alone  that  produces  the 
goods  and  services  for  consumption. 

In  examining  the  social  context  of  the  labor 
force  "comparatively,  Jaffe  and  Stewart  have 
correlated  various  aspects  of  social  life  with 
an  index  of  the  labor  force  structure.10  Their 
data  are  presented  in  Chart  8.5,  where  the 
relationships  of  the  number  of  males  over  65 
in  the  working  force  to  selected  social  and 
economic  facts  are  shown.  It  will  be  recalled 
that  leisure  is  one  of  the  rewards  of  a  high- 
level  economy,  so  that  countries  with  a 
relatively  low  proportion  of  older  men  still 
working  are  those  that  are  economically  better 
off. 

People  have  more  and  better  food  in  more 


and  Greece,  use  a  relatively  low  proportion  of 
this  segment  of  the  population  for  production. 
Some  of  the  lack  of  relationship  can  be  attrib¬ 
uted  to  the  vagaries  of  statistics,  which  are 
uneven  in  their  quality,  and  based  on  varying 
definitions  from  country  to  country. 

It  is  clear,  however,  that  the  United  States 
presents  an  exceptionally  favorable  compara¬ 
tive  picture  relative  to  the  rest  of  the  world. 
In  general,  more  industrialized  societies  afford 
leisure  for  a  higher  proportion  of  their  older 
citizens  than  do  agrarian  societies,  but  the 
United  States  also  confers  freedom  from  pro¬ 
ductive  labor  on  its  younger  males,  even  when 
they  have  reached  the  age  of  physical  capacity 
for  labor.  American  society  is  unique  in  its 
ability  to  provide  its  citizens  with  freedom 
from  paid  work  in  their  younger  and  older 
years.9 


TS  SOC I AL  CONTEXT 

advanced  economies.  There  is  greater  food 
consumption  per  capita,  a  higher  caloric  in¬ 
take  and  a  higher  proportion  of  animal  pro¬ 
teins  in  the  diet.  This  is  true  in  spite  of  the 
fact  that  the  nations  requiring  more  of  the  old 
to  work  are  more  agrarian  and  have  a  lower 
percentage  of  their  working  forces  in  mining, 
manufacturing,  construction,  and  service  pur¬ 
suits. 

In  the  less  advanced  countries  there  is  a 
higher  birth  rate,  a  higher  death  rate,  and  a 
higher  rate  of  natural  increase.  At  the  same 
time  there  are  fewer  physicians  to  attend  to 
the  health  needs  of  the  people.  The  more  ad¬ 
vanced  countries  have  more  school  teachers 
and  lower  rates  of  illiteracy  than  the  poorer 
countries.  In  terms  of  personal  convenience, 
the  advanced  countries  have  more  automo¬ 
biles  and  telephones  per  citizen  than  the  back¬ 
ward  states. 

Measured  on  these  various  yardsticks,  it 
seems  quite  clear  that  a  country’s  advance  in 
economic  development  results  in  accumulated 
leisure  for  its  citizens,  better  and  more  abun¬ 
dant  food,  higher  levels  of  health,  more  educa¬ 
tion  for  more  people,  and  better  provision  of 
goods  for  personal  consumption  and  con¬ 
venience. 


CHART  8.5 


LEISURE  AND  THE  BETTER  LIFE  GO  TOGETHER 


FOOD  CONSUMPTION 
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COUNTRIES  WHERE  MOST  OLDER  MEN  (65  and  over)  RETIRE  (50%  or  more) 


COUNTRIES  WHERE  SOME  OLDER  MEN  RETIRE  (33%  to  47%) 


_  COUNTRIES  WHERE  FEWEST  OLDER  MEN  RETIRE  (Less  than  33%) 

Reprinted  with  permission  from  A.  J.  Jaffe  and  C.  D.  Stewart,  Manpower  Resources  and 
Utilization,  John  Wiley  &  Sons,  Inc.,  1951,  pp.  408-409. 
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How  can  we  explain  the  paradox  that 
leisure  and  the  better  life  go  hand  in  hand? 
The  answer  lies  in  the  use  of  sources  of  energy 
that  supplement  human  effort  in  production. 
In  the  high-level  economies  there  is  a  much 
greater  consumption  of  all  kinds  of  energy 
units  per  person  than  in  low-level  economies. 
This  is  confirmed  in  the  consumption  of  elec¬ 
tricity  as  a  major  source  of  energy  for  work 
operations.  It  seems  clear  that  the  difference 
between  economies  of  low  and  high  output 
relates  to  the  amount  of  energy  used  per  per¬ 
son  in  the  society.  Where  much  energy  in 


the  form  of  burnable  fuels — like  coal,  oil, 
and  electricity — is  available  and  utilized,  the 
economy  is  likely  to  be  advanced. 

Put  another  way,  we  can  conclude  that 
where  only  human  energy  is  available  for 
production  the  economy  will  be  generally  at 
a  low  level,  and  its  citizens  will  have  to  work 
long  and  hard  to  produce  necessary  goods 
and  services.  Where  supplements  to  human 
energy  are  available,  a  high  production 
economy  can  develop,  with  more  of  the  bet¬ 
ter  things  in  life  available  to  its  citizens. 


WHAT  THE  AMERICAN  LABOR  FORCE  DOES 


We  can  now  turn  to  a  consideration  of  the 
areas  of  productive  labor  engaging  the  Ameri¬ 
can  labor  force.  We  will  first  of  all  examine 
the  kinds  of  output  that  come  from  the 
economy.  Then  we  will  analyze  the  more  de¬ 
tailed  distribution  of  the  labor  force  according 
to  the  major  industry  groups  in  which  it  is 
employed. 


of  the  labor  force.  This  is  vividly  shown  in 
Chart  8.6  where  the  entire  labor  force  is  dis¬ 
tributed  into  the  two  main  categories.  In  1870 
about  three  out  of  every  four  workers  were 
producing  physical  goods.  That  means  they 
were  working  in  agriculture,  forestry,  fishing, 
mining  and  manufacturing — producing  the 
foodstuffs,  raw  materials,  and  manufactured 


CHART  8.6 

MORE  AMERICAN  WORKERS  NOW  PROVIDE  SERVICES  THAN  PRODUCE  GOODS 


1870  1880  1890  1900  1910  1920  1930  1940  1950 


The  United  States  has  undergone  a  marked 
shift  from  an  economy  producing  largely 
physical  goods,  to  one  in  which  services  now 
account  for  the  employment  of  the  majority 


products  of  the  economy.  By  contrast,  in  1950, 
over  half  of  all  American  workers  were  pro¬ 
viding  services  for  the  economy  in  retail  and 
wholesale  trade,  business  and  personal  serv- 


CHART  8.7 


PROPORTION  OF  ALL  EMPLOYED  WORKERS  IN  TRADE,  PROFESSIONAL  SERVICE,  AND  MANUFACTURING 

HAS  INCREASED  CONSIDERABLY  IN  FORTY  YEARS 
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ices,  transportation  and  other  public  utilities, 
professional  activities,  and  government. 

We  can  put  the  contrast  between  the  be¬ 
ginning  and  end  of  the  eighty-year  period  this 
way.  At  about  the  end  of  the  Civil  War  it  took 
three  workers  out  of  every  four  to  produce 
the  physical  goods  necessary  for  the  Ameri¬ 
can  economy.  Shortly  after  World  War  II  a 
little  less  than  two  workers  out  of  every  four 
were  necessary  to  turn  out  the  physical  goods 
for  a  vastly  expanded  population  at  a  high 
standard  of  living. 

The  American  economy  has  been  trans¬ 
formed  so  that  a  majority  of  all  employed 
people  are  no  longer  engaged  in  primary  pro¬ 
duction.  It  can  be  truly  said  that  we  are  a 
nation  of  white  collar  and  service  workers. 
This  general  fact  deserves  particular  emphasis. 
It  means  that  the  social  environment  of  work 
for  the  majority  of  American  employees  is 
not  the  field,  mine  or  factory.  It  means  that 
more  than  half  of  all  working  people  work 
exclusively  at  providing  services,  or  that  they 
are  members  of  the  office  and  sales  staffs  of 
organizations  turning  out  physical  goods.  It  is 
notable  that  most  of  our  studies  of  people  at 
work  analyze  those  engaged  in  primary  pro¬ 
duction.  We  need  many  more  studies  of  per¬ 
sons  at  work  in  service  occupations  and  in 
stores  and  offices,  since  they  now  constitute 
the  majority  of  all  working  people. 

Just  exactly  how  is  the  labor  force  dis¬ 
tributed  among  the  major  industries  of  the 
country?  In  Chart  8.7  are  displayed  the  twelve 
major  industrial  groups  of  the  economy  show¬ 
ing  the  proportion  of  all  employed  workers  in 
each  major  industry  for  the  past  forty  years. 

Among  the  industries  involving  primary 
production,  two  things  are  notable.  We  know 
that  there  has  been  an  over-all  decline  in  the 
proportion  of  workers  engaged  in  primary 
production.  This  decline  has  been  particularly 
strong  among  those  in  food  production,  since 
these  workers  constituted  only  12  per  cent  of 
the  labor  force  in  1950,  where  they  had  ac¬ 
counted  for  3 1  per  cent  of  all  employed  people 
in  1910.  We  have  indeed  become  a  nation  in 
which  farming,  forestry,  and  fishing  are  dis¬ 
tinctly  minority  occupations.  At  the  same 
time,  in  spite  of  the  total  relative  decline 


among  primary  producers,  there  has  been  a 
proportional  increase  in  the  size  of  the  labor 
force  devoted  to  manufacturing.  Thus,  manu¬ 
facturing  is  becoming  more  important  and  has 
displaced  food  and  fiber  harvesting  as  the 
major  primary  production  activity  of  the 
American  labor  force. 

Turning  to  an  examination  of  the  eight 
major  categories  of  service  industries,  we  note 
that  all  save  two  have  increased  very  consid¬ 
erably  during  the  four  decades  since  1910. 
Public  utilities  (including  transportation),  and 
personal  services  have  declined  relative  to  all 
other  industries  in  the  proportion  of  workers 
employed  in  them.  Trade  now  bulks  largest 
in  the  service  field,  with  almost  exactly  one 
out  of  every  five  American  workers  involved 
in  selling  and  distributing  goods. 

Some  of  the  smaller  service  industries  have 
shown  the  largest  relative  gains.  Government 
service,  the  field  of  finance,  and  businesses 
involving  repair  services  have  shown  the  most 
vigorous  growth  relative  to  other  categories 
over  the  forty-year  span. 

We  may  conclude  generally  that  manufac¬ 
turing  is  becoming  more  important  as  a  source 
of  livelihood  for  American  workers  in  spite 
of  the  general  decline  in  primary  production. 
Indeed,  over  one  out  of  every  four  employed 
persons  is  engaged  in  manufacturing,  making 
it  the  single  most  important  source  of  jobs  in 
the  economy.  Our  second  summary  conclu¬ 
sion  is  that  service  industries  as  a  whole  now 
employ  the  majority  of  workers  resulting  in 
much  greater  prominence  of  white  collar 
workers.  Most  vigorous  in  growth  within  the 
service  group  have  been  the  industries  farthest 
removed  from  primary  production — those  pro¬ 
viding  financial,  government,  and  repair  serv¬ 
ices.  Finally,  the  production  of  goods  together 
with  their  distribution  now  account  for  almost 
half  of  all  employed  people. 

It  is  fair  to  characterize  the  American 
economy  as  a  “make  and  trade”  one.  We  are 
no  longer  a  people  who  “grow  and  dig”  the 
materials  for  sustaining  life,  as  our  major 
economic  activities.  This  significant  transfor¬ 
mation  has  come  about  in  the  twentieth  cen¬ 
tury.  The  present  trends  promise  to  continue, 
if  not  to  accelerate  in  the  future. 
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WORKING  SKILLS  OF  THE  AMERICAN  LABOR  FORCE 


People  of  various  levels  of  skill  are  dis¬ 
tributed  throughout  all  the  branches  of  indus¬ 
try.  If  we  look  at  the  skill  level  of  the  labor 
force,  therefore,  we  secure  another  picture 
of  Americans  at  work.  From  a  skill  standpoint 
we  see  the  labor  force  composed  of  people 
with  different  kinds  of  work  training  and  dif¬ 
ferent  kinds  of  functions  to  perform  at  work. 

Chart  8.8  shows  an  array  of  skill  levels 
commonly  used  to  summarize  the  jobs,  posi¬ 
tions,  and  offices  filled  by  people  in  work 
organizations.  It  will  be  noted  that  we  have 
excluded  people  employed  in  agriculture  as 
farm  owners,  managers,  foremen,  or  laborers. 
This  is  a  book  about  commerce  and  industry 
and  we  want  to  focus  attention  on  that  seg¬ 
ment  of  the  labor  force. 

Any  broad  classification  of  people  is  a 
compromise  between  precise  distinctions  and 
comprehension.  This  is  especially  true  when 
we  try  to  compress  the  wide  range  of  work¬ 
ing  skills  into  only  eight  classes.  Furthermore, 
the  classification  scheme  is  mixed.  For  ex¬ 
ample,  we  use  a  kind  of  functional  classifica¬ 
tion  in  distinguishing  among  factory  workers, 
sales  workers,  and  service  workers.  At  the 
same  time,  we  use  a  skill  criterion  to  separate 
craftsmen  and  foremen  from  factory  workers. 
This  lack  of  clarity  as  to  the  grounds  for 
classifying  is  one  of  the  prices  we  pay  for  ease 
in  grasping  the  picture.  Recognizing  these 
limitations  we  can  follow  some  of  the  main 
trends  in  the  working  skills  of  the  American 
labor  force.11 

In  a  time  perspective  there  are  several 
notable  features  of  Chart  8.8.  The  first  is 
that  only  one  skill  group  showed  a  marked 
decrease  in  the  proportion  of  non-agricultural 
employees  in  it.  This  is  the  laborer  group. 
The  proportion  of  workers  who  were  laborers 
declined  sharply,  shifting  from  about  one  in 
six  in  1910  to  less  than  one  in  fifteen  by  1950. 
Indeed,  the  class  of  laborers  was  the  only  one 
to  show  an  actual  numerical  decline  in  the 
forty-year  period. 

The  clerical  class  is  the  one  that  showed 
the  most  marked  increase.  This  class’  propor¬ 
tion  of  all  non-agricultural  workers  almost 
doubled  from  1910  to  1950.  It  is  also  of 
special  interest  to  note  that  almost  two-thirds 


of  the  people  who  were  clerks  in  1950  were 
women,  whereas  only  one-third  of  them  were 
women  in  1910.  (The  chart  shows  the  per¬ 
centage  of  workers  in  each  class  who  were 
women.)  It  is  clear  from  this  fact,  and  from 
the  change  in  the  proportion  of  women  in 
the  other  classes  of  workers,  that  women  have 
entered  the  labor  force  primarily  as  clerks. 

Another  significant  characteristic  of  the 
American  labor  force  revealed  in  Chart  8.8 
is  that  professional  and  technical  workers 
have  increased  by  fifty  per  cent  in  the  period 
covered.  This  is  the  second  most  important 
increase  for  the  entire  array  of  non-agricul¬ 
tural  workers.  Our  economy  is  obviously  de¬ 
manding  a  higher  proportion  of  people  with 
professional  and  technical  skills  to  satisfy  the 
demands  of  our  complex  technology  and  to 
care  for  the  health  needs  of  our  population. 
Indeed,  this  marked  increase  in  the  need  for 
highly  trained  people  has  already  had  its  im¬ 
pact  on  our  educational  system.  There  is 
growing  concern  in  our  society  that  the  com¬ 
mon  schools,  colleges,  and  universities  are 
not  training  enough  people  with  professional 
and  technical  skills  to  satisfy  existing  demands. 
Citizens  and  organized  groups  are  agitating 
for  more  emphasis  on  professional  and  tech¬ 
nical  education. 

The  remaining  occupational  classes — in¬ 
cluding  managers,  officials  and  proprietors, 
craftsmen  and  foremen,  sales  workers,  opera¬ 
tives  or  factory  workers,  and  service  workers 
— have  accounted  for  a  relatively  stable  per¬ 
centage  of  the  work  force  during  the  period 
of  rapid  industrialization  from  1910  to  1950. 
This  is  a  rather  remarkable  finding.  It  suggests 
that  the  skills  demanded  by  the  economy  have 
changed  more  slowly  than  has  the  industrial 
habitat  of  the  labor  force,  as  we  have  seen 
from  the  previous  section  of  this  chapter. 

We  can  summarize  the  distribution  of  skills 
among  the  American  labor  force  in  the  fol¬ 
lowing  ways.  Highly  trained  people  (profes¬ 
sional,  technical,  managers,  officials,  and 
proprietors)  now  constitute  one  in  every  five 
persons  in  the  non-agricultural  labor  force. 
The  least  trained  people  (service  workers  and 
laborers)  are  actually  a  smaller  proportion 
than  those  highly  trained,  accounting  for  only 


CHART  8.8 
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18.4  per  cent  of  the  labor  force.  Between  these 
two  extremes  are  to  be  found  the  skilled 
manual  workers,  the  office  and  store  workers, 
and  the  semi-skilled  factory  workers,  with 
each  class  accounting  for  between  15  and  25 
per  cent  of  the  remaining  labor  force. 

Table  8.6  clearly  reveals  that  the  present 
non-agricultural  labor  force  of  the  United 
States  can  be  viewed  as  composed  of  five 
general  skill  classes  whose  sizes  are  roughly 
comparable.  This  relatively  crude  measure 
suggests  that  the  American  labor  force  does 
not  show  present  marked  dominance  by  a 
single  class  of  any  given  skill  level. 


GEOGRAPHY  OF  THE  A 

We  know  that  the  total  population  of  the 
United  States  is  not  evenly  distributed  over 
the  country.  We  also  know  that  industrial 
plants  draw  workers  to  their  location.  For 
service  industries,  work  opportunities  exist 
where  the  people  are  who  need  the  services. 

We  would  then  expect  that  the  geography 
of  the  non-agricultural  labor  force  corresponds 
to  the  location  of  past  and  present  expanding 
industrial  areas.  In  general,  this  is  exactly  the 
picture  of  the  geographic  distribution  of  the 
non-agricultural  labor  force. 

In  Table  8.7  are  shown  the  fifteen  leading 
states  in  size  of  manufacturing  employment. 
These  same  states,  except  for  substituting 
Connecticut  for  Florida,  led  in  manufacturing 
employment  in  1939,  just  prior  to  our  entry 
into  World  War  II.  In  the  decade  and  a  half 
up  to  1955  the  centers  of  industrial  America 


TABLE  8.6 

NO  SINGLE  SKILL  CLASS  DOMINATES 
THE  AMERICAN  LABOR  FORCE 


Skill  Class  ( non-agricultural ) 

1950 

Per  Cent  * 

Highly  Skilled 

20 

Highly  Skilled  Manual 

16 

Skilled  and  Semi-skilled  Office  and  Sales 

22 

Semi-skilled  Factory 

24 

Unskilled 

18 

Total 

100 

*  Rounded  to  whole  numbers. 

ERICAN  LABOR  FORCE 

TABLE  8.7 

THE  FIFTEEN  LEADING  STATES  IN  NON-AGRICULTURAL 

EMPLOYMENT 

State  and  Geographic  Area 

1955  Employment 

New  York  (Middle  Atlantic) 

5,907,000 

California  (Pacific) 

4,018,000 

Pennsylvania  (Middle  Atlantic) 

3,663,000 

Illinois  (East  North  Central) 

3,375,000 

Ohio  (East  North  Central) 

3,065,000 

Michigan  (East  North  Central) 

2,438,000 

Texas  (West  South  Central) 

2,292,000 

New  Jersey  (Middle  Atlantic) 

1,852,000 

Massachusetts  (New  England) 

1,788,000 

Indiana  (East  North  Central) 

1,387,000 

Missouri  (West  North  Central) 

1,280,000 

Wisconsin  (East  North  Central) 

1,106,000 

North  Carolina  (South  Atlantic) 

1,037,000 

Florida  (South  Atlantic) 

933,000 

Georgia  (South  Atlantic) 

928,000 

have  remained  approximately  the  same. 

One  immediate  qualification  needs  to  be 
added  to  the  last  statement.  The  present 
centers  of  industrial  concentration  are  con¬ 
tinuing  to  grow,  but  the  less  industrialized 
parts  of  the  country  are  growing  even  more 
rapidly,  in  non-agricultural  employment.  The 
consequence  is  that  these  less  industrialized 
areas  are  also  the  most  rapidly  expanding  with 
respect  to  all  non-agricultural  employment. 
Manufacturing  has  sparked  the  general  growth 
of  the  labor  force  in  all  its  other  major  in¬ 
dustry  divisions. 

We  can  gain  some  picture  of  the  dynamic 


Source:  Statistical  Abstract  of  the  United  States, 
1956. 

growth  of  the  labor  force  from  Table  8.8 
where  the  total  non-agricultural  employment 
is  shown  for  1955,  together  with  the  percent¬ 
age  increase  since  1939.  The  figures  for  each 
region  and  state  should  be  compared  with  the 
United  States  average.  When  such  compari¬ 
sons  are  made,  a  pattern  emerges.  The  older 
industrial  regions  of  the  New  England,  Middle 
Atlantic,  East  North  Central  states  have  in¬ 
creased  less  than  or  about  the  same  as  the 
United  States  average,  while  the  remaining 
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TABLE  8.8 


WHERE  DOES  YOUR  STATE  AND 

REGION  FIT 

IN  THE  PATTERN  OF  LABOR  FORCE 

GROWTH? 

1955 

1955 

Non- 

Non- 

Agricul- 

% 

Agricul- 

% 

tural 

In- 

tural 

In- 

Employ- 

crease 

Employ- 

crease 

Region  and 

ment- 

over 

Region  and 

ment- 

over 

State 

(000) 

1939 

State 

(000) 

1939 

New  England 

3,499.6 

35.5 

South  Atlantic  Cont. 

Maine 

272.4 

28.7 

West  Virginia 

470.9 

27.9 

New  Hampshire 

179.0 

23.4 

N.  Carolina 

1,036.9 

69.3 

Vermont 

101.8 

36.1 

S.  Carolina 

518.4 

71.5 

Massachusetts 

1,787.7 

32.4 

Georgia 

927.8 

81.1 

Rhode  Island 

294.7 

22.1 

Florida 

932.7 

142.1 

Connecticut 

864.0 

54.5 

East  South  Central 

2,484.0 

72.7 

Middle  Atlantic 

11,422.0 

41.1 

Kentucky 

601.0 

59.5 

New  York 

5,906.8 

41.4 

Tennessee 

846.2 

82.6 

New  Jersey 

1,852.2 

48.9 

Alabama 

684.1 

72.1 

Pennsylvania 

3,663.0 

37.1 

Mississippi 

352.7 

75.6 

East  North  Central 

11,369.8 

65.6 

West  South  Central 

3,868.7 

95.0 

Ohio 

3,064.7 

74.3 

Arkansas 

314.5 

60.4 

Indiana 

1,386.6 

70.4 

Louisiana 

705.1 

79.2 

Illinois 

3,375.0 

48.1 

Oklahoma 

556.7 

72.2 

Michigan 

2,437.8 

80.8 

Texas 

2,292.4 

114.1 

Wisconsin 

1,105.7 

65.9 

Mountain 

1,509.6 

90.4 

West  North  Central 

3,914.3 

59.4 

Montana 

160.1 

47.7 

Minnesota 

865.1 

60.6 

Idaho 

134.2 

60.0 

Iowa 

634.1 

48.4 

Wyoming 

84.2 

56.2 

Missouri 

1,279.5 

55.8 

Colorado 

427.6 

87.0 

North  Dakota 

112.9 

55.7 

New  Mexico 

179.9 

128.6 

South  Dakota 

122.5 

43.4 

Arizona 

217.8 

131.2 

Nebraska 

354.2 

63.1 

Utah 

221.5 

100.8 

Kansas 

546.0 

86.1 

Nevada 

84.3 

142.9 

South  Atlantic 

6,257.0 

73.6 

Pacific 

5,236.8 

110.0 

Delaware 

141.2 

89.0 

Washington 

749.9 

76.8 

Maryland 

817.8 

67.8 

Oregon 

468.5 

82.1 

District  of 

California 

4,018.4 

121.8 

Columbia 

493.7 

50.4 

Virginia 

917.6 

72.1 

United  States 

49,561.8 

63.5 

Source:  Statistical  Abstract  of  the  United  States,  1955. 


regions  of  the  country  have  increased  more 
than  the  average.  The  West  South  Central, 
Mountain,  and  Pacific  states  have  had  the 
most  spectacular  growth  of  all  in  non-agricul- 
tural  employment. 

The  rate  of  growth  favors  the  newer  indus¬ 
trial  areas.  However,  some  sense  of  propor¬ 
tion  is  gained  when  we  recognize  that  all  of 
the  Middle  Atlantic  states  and  all  of  the  East 
North  Central  states  make  up  eight  of  the 


fifteen  leading  states  in  size  of  manufacturing 
employment.  Indeed,  these  two  regions  to¬ 
gether  employ  about  40  per  cent  of  all  non- 
agricultural  workers.  Industry  has  certainly 
not  abandoned  its  older  habitats  and  is  not 
likely  to  in  the  near  future. 

What  we  are  experiencing  in  the  United 
States  is  a  rapid  expansion  of  non-agricultural 
employment  with  new  centers  of  industry 
supplementing  and  only  very  gradually  dis- 


MAJOR  INDUSTRIAL  DIVISIONS 


144 


WORKING  POPULATION 


LU 

X 

\— 

z 


z 

LU 

>- 

o 


a. 


3 

LU 


< 

O' 

3 


3 

U 

o' 

O 

< 

z 

o 


o 

OL 

< 


£ 

o 

X 

to 


to 

LU 

£ 

Q 

Z 

< 


X 


o 

to 


LU 

X 


Source:  Statistical  Abstract  of  the  United  States,  1956. 


LABOR  FORCE 


145 


placing  the  old.  States  like  Florida,  Tennessee, 
Texas,  and  California  are  undergoing  consider¬ 
able  industrialization  with  very  substantial  in¬ 
creases  in  non-agricultural  employment.  Other 
states  like  Colorado,  New  Mexico,  Arizona, 
Utah,  and  Nevada  in  the  Mountain  Region 
have  shown  exceedingly  high  per  cent  in¬ 
creases,  but  these  are  based  on  very  small 
actual  numbers.  The  total  non-agricultural 
employment  in  all  of  the  five  states  just  men¬ 
tioned  does  not  equal  that  of  Indiana,  for 
example,  and  is  only  about  one-fifth  of  New 
York’s  labor  force. 


We  can  secure  a  broad  picture  of  the  ways 
in  which  other  employment  follows  industrial¬ 
ization  from  Table  8.9  where  the  per  cent 
increase  in  employment  is  shown  for  the 
major  industries  in  each  region.  Based  on 
these  percentages,  it  seems  clear  that  the  Old 
South,  the  Southwest,  and  the  Mountain  and 
Pacific  regions  of  the  country  are  the  areas  of 
most  rapid  economic  growth.  The  old  adage, 
“Go  West,  young  man,”  must  now  be  revised. 
The  rapidly  expanding  opportunities  for  work 
are  west  and  south. 


MOB  I  LE  AMERICANS 


A  general  picture  of  the  American  labor 
force  emerges.  Its  most  striking  characteristic 
is  its  fluidity.  We  have  noted  the  remarkable 
transformation  of  the  economy  from  one  en¬ 
gaged  in  primary  production  to  one  with  a 
majority  of  employed  people  in  service  indus- 
ties.  This  has  made  opportunities  for  women 
to  work  and  they  have  moved  into  the  labor 
force,  particularly  into  clerical  occupations. 

The  skills  of  the  working  force  have  also 
changed,  but  somewhat  less  rapidly  than  the 
distribution  of  the  industries  in  which  they  are 

NOTES  FOR 

1  The  field  of  demography,  and  its  sub-field,  the 
labor  force,  is  widely  studied  and  has  a  vast  liter¬ 
ature.  Following  are  some  of  the  best  general  ref¬ 
erences  covering  this  area:  J.  D.  Durand,  The  Labor 
Force  in  the  United  States,  1890-1960  (New  York: 
Social  Science  Research  Council,  1948);  William 
Haber,  F.  H.  Harbison,  L.  R.  Klein,  and  G.  L. 
Palmer  (eds.),  Manpower  in  the  United  States:  Prob¬ 
lems  and  Policies  (New  York:  Harper  &  Brothers., 
1954);  A.  J.  Jaffe  and  C.  D.  Stewart,  Manpower  Re¬ 
sources  and  Utilization:  Principles  of  Working  Force 
Analysis  (New  York:  John  Wiley  &  Sons,  1951); 
United  States  National  Resources  Committee.,  The 
Problems  of  a  Changing  Population  Washington: 
Government  Printing  Office,  1938);  and  P.  M. 
Hauser,  “The  Labor  Force  as  a  Field  of  Interest 
for  the  Sociologist,”  American  Sociological  Review, 
16:530-538  (August,  1951). 

2  Because  of  the  way  in  which  statistics  are  col¬ 
lected,  it  is  necessary  later  in  this  chapter  to  use 
figures  for  “gainful  workers”  instead  of  statistics 
on  the  “labor  force.”  The  gainful  worker  concept 


practiced.  It  seems  evident  that  there  is  no 
single  class  of  people  at  a  particular  skill  level 
who  dominate  the  non-agricultural  labor 
force.  Older  centers  of  industry  continue  to 
grow.  Supplementing  them  are  the  new  centers 
of  industry  in  the  South  and  West,  where 
very  rapid  increases  are  being  achieved. 

Types  of  industry  are  changing,  types  of 
industrial  skills  are  changing,  and  even  the 
locale  of  work  itself  is  shifting.  The  American 
labor  force  is  truly  a  mobile  one. 


CHAPTER  8 

is  generally  used  throughout  the  world.  It  empha¬ 
sizes  work  for  pay  and  aims  to  provide  a  measure¬ 
ment  of  the  number  of  persons  classified  by  occu¬ 
pational  experience.  See  in  this  connection:  P.  M. 
Hauser,  “The  Labor  Force  and  Gainful  Workers  — 
Concept,  Measurement,  and  Comparability,”  Ameri¬ 
can  Journal  of  Sociology,  54:338-355  (January, 
1949);  W.  E.  Moore,  “The  Exportability  of  the 
‘Labor  Force’  Concept,”  American  Sociological  Re¬ 
view,  18:68-72  (February,  1953);  and  Social  Science 
Research  Council,  Labor  Force  Definition  and 
Measurement,  Bulletin  No.  56  (New  York:  The 
Council,  1947). 

3  Jaffe  and  Stewart,  op.  cit.,  pp.  14-15. 

4  For  an  excellent  account  of  the  working  child 
problem  see:  Grace  Abbott,  The  Child  and  the  State, 
Vol.  I  (Chicago:  University  of  Chicago  Press,  1938). 

5  An  excellent  discussion  of  earlier  materials  on 
working  women  is  S.  P.  Breckinridge,  “The  Activ¬ 
ities  of  Women  Outside  the  Home,”  in  Recent  Social 
Trends  in  the  United  States  (New  York:  McGraw- 
Hill  Book  Company,  1934). 
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NOTES  FOR  CHAPTER  8  (CONT.) 


6  It  is  necessary  to  reconcile  the  fact  that  the 
labor  force  is  a  stable  proportion  of  the  total  pop¬ 
ulation  for  male  workers  and  for  the  entire  labor 
force  at  the  same  time  that  the  proportion  of  females 
in  the  labor  force  has  increased  (See  Table  8.4  as 
well  as  the  discussion  of  this  paragraph).  The  ex¬ 
planation  is  simple.  The  proportion  of  men  who 
are  in  the  labor  force  has  remained  stationary,  but 
the  number  of  men  of  working  age  has  not  grown  in 
proportion  with  total  population  growth.  Conse¬ 
quently,  for  the  total  labor  force  to  remain  a  stable 
proportion  of  the  total  population,  females  have  to 
fill  in  where  the  number  of  males  of  working  age  is 
deficient.  This  has  been  a  “demographic  pull”  on 
females  to  enter  the  labor  market  to  satisfy  the  man¬ 
power  demands  of  commerce  and  industry. 

7  Cf.  J.  D.  Durand,  “Married  Women  in  the 
Labor  Force,”  American  Journal  of  Sociology,  52: 
217-223  (November,  1946). 

8  In  making  this  statement  about  the  future 


labor  force  we  are  really  using  a  “manpower”  con¬ 
cept.  Manpower  is  used  to  define  the  potential  avail¬ 
able  supply  of  labor.  Social  practices  may,  of 
course,  modify  the  age  of  entry  into  the  labor  force, 
the  age  of  retirement,  and  the  constancy  of  mem¬ 
bership  in  it.  Consequently,  a  statement  about  man¬ 
power  usually  predicts  the  upper  limits  of  physical 
possibility,  not  the  actual  outcome  that  might  occur. 
See  Jaffe  and  Stewart,  Manpower  Resources  and 
Utilization,  pp.  16-17. 

9  There  are  other,  less  desirable,  consequences 
of  this  leisure  too.  Juvenile  delinquency,  poor  edu¬ 
cation,  and  general  economic  loss  of  the  goods  and 
services  not  produced  by  the  economically  idle  are 
but  some  of  the  more  obvious  undesirable  results. 

10  Jalfe  and  Stewart,  Manpower  Resources  and 
Utilization,  pp.  408-409. 

11  Cf.  A.  M.  Edwards,  A  Social-Economic  Group¬ 
ing  of  the  Gainful  Workers  of  the  United  States 
(Washington:  Government  Printing  Office,  1938). 


At  the  company  employment  window  the  worker 
conveys,  explicitly  and  indirectly,  his  background. 
The  earnestness  of  this  older  job  applicant  is  in 
sharp  contrast  with  the  cockiness  of  the  youth  next 
in  line.  Does  the  young  man  feel  that  he  has  more 
than  the  older  one  to  offer  the  company? 
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BACKGROUNDS  OF  WORKERS 


I  f  the  United  States  is  a  social  melting  pot, 
this  is  equally  true  of  the  country’s  labor  force. 
A  central  characteristic  of  the  labor  force  is 
its  heterogeneity.  The  American  labor  force 
is  composed  of  people  with  widely  different 
ethnic  and  racial  backgrounds,  who  have  been 
reared  in  a  variety  of  different  social  environ¬ 
ments.  Older  workers  differ  as  to  amount  and 
quality  of  education  from  the  newer  recruits 
to  industrial  work. 

American  industrial  firms  cannot  depend 
on  the  society  fully  to  prepare  workers  to 
assume  traditional  work  assignments  guided 
by  customs  of  social  behavior.  A  remarkable 
transformation  is  wrought  by  work  organiza¬ 
tions  when  people  of  diverse  backgrounds  are 
brought  together  to  work  in  industry.  Em¬ 


ploying  organizations  have  to  develop  tech¬ 
niques  for  standardizing  working  behavior  of 
employees  with  varied  backgrounds. 

Standardization  of  mass  produced  products 
requires  uniformity  in  working  behavior  to 
achieve  it.  American  industry  makes  an 
“organization  man”  out  of  the  worker  be¬ 
cause  the  mass  production  of  goods  and 
services  in  large  companies  necessitates  stand¬ 
ardization  of  work  behavior.  We  can  better 
understand  the  problems  of  molding  a  com¬ 
pany  work  force  when  we  appreciate  the 
diversity  of  background  in  those  recruited  to  it. 

In  this  chapter  we  will  examine  five  aspects 
of  the  social  backgrounds  of  American  work¬ 
ers.  Age,  education,  ethnic  origin,  rural-urban 
background,  and  racial  composition  will  be 
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analyzed.  These  factors,  together  with  what  levels,  and  the  productive  distribution  of  the 
we  have  already  examined  in  Chapter  8  labor  force),  give  us  a  broad  picture  of  the 
(males  and  females  in  the  work  force,  skill  diversity  of  Americans  at  work. 

AGE  OF  WORKERS 


The  American  labor  force  is  an  aging  one. 
By  this  we  simply  mean  that  the  average  age 
is  increasing,  with  higher  percentages  of 
workers  found  in  older  age  brackets. 

Aging  of  the  labor  force  is  a  consequence, 
of  course,  of  the  aging  of  the  total  population. 
As  more  people  are  kept  alive  through  better 
medical  knowledge  and  improved  sanitation, 
a  higher  proportion  than  formerly  survive  to 
older  ages.  Accordingly,  we  would  expect  that 
the  United  States,  with  highly  developed  medi¬ 
cal  professions,  widely  diffused  medical  facili¬ 
ties  and  services,  and  advanced  sanitary 
facilities  protecting  water  supplies  and  sewage 
disposal,  would  exhibit  this  aging  character¬ 
istic  in  its  population  and  labor  force. 

A  sense  of  the  rate  at  which  the  labor  force 
is  aging  is  gained  from  Table  9.1  showing  the 
percentage  distribution  of  the  working  popu¬ 
lation  from  1900  to  1950.  In  the  first  fifty 
years  of  the  twentieth  century,  the  working 
population  has  shifted  markedly  to  older  ages. 


TABLE  9.1 

THE  AMERICAN  LABOR  FORCE  IS  AGING 


Per  Cent  in  Each  Age  Group* 

16 

45 

65 

Year 

through 

through 

and  over 

44 

64 

1 950t 

65.0 

30.0 

5.0 

1940 

68.8 

27.2 

4.1 

1930 

69.5 

25.7 

4.6 

1920 

71.5 

24.1 

4.1 

1910 

74.5 

21.3 

3.9 

1900 

74.0 

21.2 

4.4 

*  The  figures  do  not  add  to  100%  for  each  year 
since  those  whose  ages  were  reported  in  the  Census 
as  “unknown”  are  not  shown. 

t  Based  on  the  Labor  Force  for  1950  and  1940, 
and  Gainful  Workers  for  earlier  years. 

Source:  U.  S.  Bureau  of  the  Census,  Historical 
Statistics  of  the  United  States,  1789-1945,  and  an 
estimate  of  those  aged  14  and  15,  based  on  Cur¬ 
rent  Population  Reports,  P-57,  No.  94,  p.  9,  applied 
to  the  1950  Census  count. 


About  one  out  of  every  five  workers  in  1900 
was  between  the  ages  of  45  and  64  years. 
Fifty  years  later  almost  one  out  of  three  work¬ 
ers  was  in  the  same  age  group.  As  the  propor¬ 
tion  of  the  labor  force  in  this  age  group  has 
increased,  the  proportion  in  the  younger  age 
class  has  declined. 

The  American  labor  force  is  an  early  middle 
aged  one.  We  can  secure  a  more  detailed  pic¬ 
ture  of  the  labor  force  from  Chart  9.1,  which 
reproduces  the  labor  force  portion  of  Chart 
8.3.  This  chart  shows  the  distribution  of  the 
labor  force  by  five-year  intervals.1  It  will' be 
noted  that  the  total  length  of  the  bar  for  each 
age  interval  is  about  the  same  for  the  ages 
from  26  to  40.  This  suggests  that  the  workers 
presently  in  this  age  range  will  survive  in 
large  numbers  to  become  older  workers  with 
the  passage  of  time.  It  will  also  be  noted  by 
looking  back  at  Chart  8.3  that  there  is  a  de¬ 
ficiency  in  the  total  population  in  the  ages  1 1 
to  20  years.  This  is  a  consequence  of  the  very 
low  birth  rates  during  the  Great  Depression. 
Accordingly,  as  that  group  enters  the  labor 
force,  we  can  expect  a  decrease  in  younger 
people  available  for  work. 

The  general  consequence  of  the  even  distri¬ 
bution  of  present  labor  force  members  21  to 
40  years  of  age  and  of  the  deficiency  in  the 
total  population  between  1 1  and  20  years,  is 
to  make  the  future  labor  force  have  an  even 
higher  proportion  of  members  in  the  older 
age  groups  than  now.  This  condition  will  pre¬ 
vail  until  about  1965  when  the  youngsters 
born  in  the  post-World  War  II  baby  boom 
first  begin  to  enter  the  labor  force.  After  1970 
we  can  anticipate  a  slowing  down  in  the  aging 
of  the  labor  force  as  the  new  population  boom 
begins  to  show  its  influence  on  the  working 
population. 

CONSEQUENCES  OF  AN  AGING  LABOR  FORCE 

There  are  four  major  consequences  of  the 
aging  American  working  population.  First 
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and  foremost  is  the  effect  on  industrial  incen¬ 
tives  to  work.  Incentives  will  be  analyzed  in 
Chapter  13.  An  important  distinction  is  drawn 
there  between  incentives  to  be  mobile,  to 
change  jobs  and  move  ahead,  and  incentives 
to  stay  put  in  present  jobs.  As  the  labor  force 
ages,  pressures  on  management  to  provide 
stability  incentives  in  preference  to  mobility 
incentives  will  increase.  In  general,  older 
workers  are  more  concerned  with  security  and 
stability  than  they  are  with  advancement  and 
its  attendant  unstabilizing  problems.  In  Chap¬ 
ter  15  we  examine  individual  job  and  occupa- 


CHART  9.1 

THE  AMERICAN  LABOR  FORCE  AT  MID-CENTURY 


MILLIONS  PER  YEAR  OF  AGE 

tional  mobility  in  detail.  It  is  concluded  there 
that  most  movement  upward  on  the  occupa¬ 
tional  ladder  occurs  generally  between  the 
ages  of  25  and  45.  With  an  aging  population, 
and  an  increasing  proportion  of  the  labor 
force  in  the  ages  above  45,  the  expectations  of 
advancement  diminish  rapidly.  Attention  be¬ 
comes  focused  on  stability  and  security.  Thus, 
we  can  expect  that  the  shifting  of  the  labor 
force  to  older  age  groups  will  have  important 
consequences  for  the  kinds  of  incentives 
offered  to  work. 

A  second  consequence  of  the  aging  labor 
force  is  that  labor  unions,  covering  a  major 
portion  of  the  labor  force,  will  respond  to  the 
security  needs  of  its  older  members  by  foster¬ 
ing  collective  bargaining  demands  and  sup¬ 


porting  legislative  programs  tending  to  make 
employment  opportunities  more  secure  and 
stable.  It  is  significant,  for  example,  that  the 
emphasis  on  guaranteed  annual  wages  and 
support  of  government  intervention  to  main¬ 
tain  general  economic  stability  have  occurred 
in  the  recent  period  when  labor  union  mem¬ 
bership  reflects  the  aging  labor  force. 

A  third  consequence  of  the  middle  age 
character  of  the  American  labor  force  is  that 
it  may  give  rise  to  problems  of  occupational 
advancement  for  younger  workers.  Better 
jobs  and  positions  are  typically  held  by  older 
workers.  Their  seniority  usually  entitles  them 
to  first  choice  of  such  jobs  and  positions.  Con¬ 
sequently,  the  aging  of  the  labor  force  may 
make  fewer  total  opportunities  for  advance¬ 
ment  available  to  young  workers.  For  the 
younger  worker  it  is,  perhaps,  fortunate  that 
the  Second  Industrial  Revolution  is  upon  us. 
In  Chapter  11  we  analyze  this  new  industrial 
revolution,  the  product  of  automation.  We 
show  in  that  chapter  that  entirely  new  kinds 
of  skills  and  higher  levels  of  education  and 
experience  will  be  necessary  to  fill  the  jobs 
and  positions  in  automated  employment.  By 
and  large,  it  is  more  economical  to  educate 
and  train  new  workers  than  it  is  to  retrain 
and  amplify  the  education  of  older  workers  in 
order  to  fill  the  new  work  assignments  created 
by  automation.  It  may  very  well  be,  therefore, 
that  the  younger  worker  in  industry  and  com¬ 
merce  today  will  have  very  rapid  advancement 
opportunities  in  entirely  new  occupations,  the 
product  of  automation.  We  may  conclude, 
then,  that  the  Second  Industrial  Revolution 
will  save  younger  workers  from  the  need  to 
develop  patience  in  aspiring  to  higher  jobs 
and  positions.2 

A  fourth  consequence  of  an  aging  labor 
force  is  that  it  may  have  an  influence  on  the 
“tightness”  of  supervision  in  industry.  With  a 
higher  percentage  of  the  labor  force  in  older 
ages  will  come  a  longer  average  exposure  to 
industrial  work  and  experience  with  it.  This 
means  that  the  labor  force,  in  general,  will  be 
a  more  experienced  one  in  skills  and  habitua¬ 
tion  to  industrial  discipline.  Consequently,  we 
might  expect  that  the  need  for  maintaining 
tight  industrial  discipline  will  be  less  in  the 
supervision  of  older  workers  when  they  consti¬ 
tute  an  even  higher  proportion  of  all  workers. 
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EDUCATION 

The  amount  of  total  education  of  younger 
workers  in  the  labor  force  is  markedly  greater 
than  that  of  older  workers.  This  is  shown  in 
the  population  of  pyramid,  Chart  9.2,  which 
was  constructed  by  taking  the  years  of  school 
completed,  by  age,  for  the  entire  population 
and  applying  it  to  the  males  and  females  in 
the  labor  force  for  each  age  group.  It  is  rea¬ 
sonable  to  assume  that  education  in  the  labor 
force  will  be  comparable  to  education  in  the 
total  population. 

The  proportion  of  young  male  workers 
who  have  had  at  least  some  college  education, 
or  who  are  college  graduates,  is  generally 


OF  WORKERS 

higher  than  for  workers  over  35  years  of  age. 
Half  of  the  male  workers  between  ages  20 
and  29  have  had  twelve  or  more  years  of 
schooling,  while  36  per  cent  of  those  aged  30 
to  34  have  had  a  similar  amount  of  schooling. 
There  is  a  marked  decline  after  35  years  in  the 
proportion  in  each  age  group  having  at  least 
12  years  of  schooling;  35  per  cent  of  those 
aged  35  to  39  have  had  that  much  schooling 
but  only  19  per  cent  of  those  aged  60  to  64 
have  had  at  least  twelve  years  in  school.  The 
same  pattern  holds  for  female  workers  except 
that  higher  proportions  of  younger  women 
have  had  twelve  or  more  years  of  schooling. 


CHART  9.2 

YOUNGER  WORKERS  HAVE  MORE  EDUCATION  THAN  OLDER  WORKERS 
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It  seems  clear  that  the  labor  force  is  char¬ 
acterized  by  diversity  with  respect  to  the 
amount  of  schooling  of  its  members.  Younger 
people  have  the  advantage  of  a  greater  amount 
of  schooling  than  older  members  of  the  labor 
force.  It  will  be  recalled  from  Chapter  8  that 
the  United  States  has  a  very  low  proportion 
of  its  entire  population  ages  15  to  19  who  are 
gainful  workers.  This  is  shown  in  Table  8.5. 
This  same  general  fact  is  revealed  in  the  popu¬ 
lation  pyramid  in  Chapter  8  showing  the  dis¬ 
tribution  of  the  total  population  by  activities. 
It  is  concluded  in  Chapter  8  that  the  wealth  of 
the  American  economy  permitted  late  entry  of 
younger  people  into  the  labor  force.  The  major 
alternative  activity  is  to  continue  schooling. 
Thus,  a  significant  consequence  of  the  wealth 
of  the  economy  is  to  improve  the  total  amount 
of  education  in  the  labor  force. 

There  is  another  aspect  of  employment  that 
may  also  have  led  to  increasing  the  average 
amount  of  schooling  for  more  recent  entrants 
into  the  labor  force.  Much  industrial  and  com¬ 
mercial  work  requires  a  minimum  of  literacy 
for  its  performance.  This  literacy  includes  fa¬ 
cility  with  language  and  arithmetic.  It  may  also 
include  competence  in  technical  subjects  as 
well,  which  in  turn  is  grounded  in  reading, 
verbal,  and  numerical  literacy  (reading  blue 
prints,  for  example).  We  have  already  seen, 
in  Chapter  8,  that  there  has  been  a  rapid  in¬ 
crease  in  clerical  and  sales  occupations.  There 
has  also  been  a  sharp  decline  in  the  proportion 
and  absolute  numbers  of  laborers.  These  facts 
would  suggest  that  the  demands  of  commerce 
and  industry  have  been  for  greater  and  greater 
numbers  of  people  possessing  a  minimum 
amount  of  literacy  to  perform  jobs.  For  ex¬ 
ample,  in  the  clerical  and  sales  group,  spelling, 
language  usage,  and  mechanical  skills  with  a 
typewriter  are  important  to  being  a  typist, 
stenographer,  or  file  clerk.  In  sales,  ability  to 
do  simple  sums  and  competence  with  spoken 
English  are  requisites  for  doing  such  work. 
Thus,  the  changing  nature  of  the  economy 
has  demanded  a  higher  level  of  education  to 
fill  an  increasing  number  of  jobs  and  positions 
for  which  this  education  is  necessary. 

We  may  conclude,  then,  that  the  wealth  of 
the  economy  has  permitted  leisure  for  more 
younger  people,  and  that  the  leisure  has  been 
used  for  additional  schooling,  better  to  pre¬ 


pare  them  for  work  in  industry  and  com¬ 
merce.  Leisure  in  the  society  and  the  demands 
of  work  organizations  have  both  been  im¬ 
portant  influences  on  the  increasing  amount  of 
education  found  among  younger  workers. 

A  great  deal  of  controversy  exists  today  re¬ 
garding  the  quality  of  American  common 
school  education.  In  particular,  grave  concern 
is  often  expressed  over  the  apparent  shifts 
away  from  “hard”  subjects  like  mathematics, 
physics,  and  chemistry.  These  subjects  and 
allied  ones  are  necessary  in  preparation  for 
working  in  complex  industrial  processes,  and 
with  automation.3  Professor  Hand  has  dem¬ 
onstrated  that  the  conclusions  regarding  the 
move  away  from  hard  subjects  are  erroneous.4 
For  example,  he  points  out  that  in  contrast  to 
1900,  high  schools  in  1950  had  five  times  as 
many  students  enrolled  in  mathematics  and 
science  courses.5  Furthermore,  he  points  out 
that  the  proportion  of  children  of  high  school 
age  actually  in  school  has  increased  sharply 
from  8  per  cent  in  public  high  school  in  1900 
to  64  per  cent  in  1950. 6  Hand  also  goes  on  to 
point  out  that  about  IV2  times  as  many  high 
school  students  in  1950  as  in  1900  are  in  a 
position  to  take  mathematics,  chemistry,  and 
physics  because  they  are  offered  in  schools 
they  are  attending.7  In  general,  Hand  con¬ 
cludes  that  the  present  student  body  in  Ameri¬ 
can  high  schools  has  exposure  to  “hard”  sub¬ 
jects,  and  a  much  higher  proportion  are  taking 
these  subjects  than  in  1900.  The  real  block  to 
further  expansion  in  teaching  such  courses  is 
the  supply  of  teachers,  not  educational  policy 
giving  preference  to  other  kinds  of  subjects. 
Hand  also  cites  “now  and  then”  studies  to 
show  that  students  today  do  as  well  or  better 
than  their  predecessors  on  appropriate  tests.8 

It  seems  apparent  that  the  American  labor 
force  exhibits  wide  diversity  with  respect  to 
educational  background,  as  measured  by 
amount  of  schooling  and  its  quality.  In  gen¬ 
eral,  younger  workers  have  better  education, 
and  more  of  it. 


CONSEQUENCES  OF  EDUCATIONAL  DIFFERENCES 

There  are  problems  that  age-associated  dif¬ 
ferences  in  education  raise  for  company  pro¬ 
motion  policies  as  well  as  jobs  of  first  entry 
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into  the  labor  force.  Younger  workers  may  be 
preferred  over  older  workers  when  promotion 
opportunities  are  available  to  jobs  and  posi¬ 
tions  requiring  higher  levels  of  education. 
Furthermore,  younger  workers  may  actually 
enter  jobs  and  positions  at  a  level  consider¬ 
ably  higher  than  their  fathers  and,  indeed, 
higher  than  the  workers  presently  employed. 

This  may  have  important  consequences  for 
the  status  valuations  placed  on  jobs,  and  on 
people  who  occupy  them.  To  the  extent  that 
older  people  look  upon  those  younger  than 
themselves  as  “upstarts”  and  “smart  alecks” 
they  will  tend  to  be  resentful  of  younger 
workers  who  can  rise  more  rapidly  than  they, 


and  who  can  start  in  better  jobs  and  positions. 
Thus,  it  would  appear  that  the  differences  in 
amount  and  quality  of  education,  favoring 
younger  workers,  may  be  an  important  dis¬ 
turbing  factor  in  the  status  structures  of  in¬ 
dustry,  where  age  is  considered  the  important 
criterion  of  status. 

We  can  expect  an  increasing  tendency  for 
more  younger  people  to  be  supervising  older 
workers,  and  for  more  younger  people  to  be 
in  responsible  technical  positions  than  their 
older  working  associates.  This  is  the  “educa¬ 
tional  revolution”  that  is  having  important 
consequences  in  the  organization  of  industry 
and  commerce. 


ETHNIC  BACKGROUND  OF  WORKERS 


The  United  States  has  historically  been  the 
land  of  opportunity  for  millions  of  immigrants, 
principally  from  Europe.9  The  flow  of  immi¬ 
grants  accelerated  after  the  Civil  War  and 
continued  to  be  an  important  factor  in  the 
growth  of  America  until  1930.  In  Table  9.2 
the  number  of  immigrants  by  decades  is  shown. 


TABLE  9.2 

BULK  OF  IMMIGRANTS  CAME  TO  THE  UNITED  STATES 
BETWEEN  1840  AND  1930 


Period 

Total  Number  of  Persons 

1821-30 

143,000 

1831-40 

599.000 

1841-50 

1,713,000 

1851-60 

2,598,000 

1861-70 

2,315,000 

1871-80 

2,812,000 

1881-90 

5,245,000 

1891-1900 

3,688,000 

1901-10 

8,795,000 

1911-20 

5,736,000 

1921-30 

4,107,000 

1931-40 

528,000 

1941-50 

1,035,000 

Source:  U.  S.  Bureau  of  the  Census,  Historical 
Statistics  of  the  United  States,  1789-1945;  and  Sta¬ 
tistical  Abstract  of  the  United  States:  1953. 


It  is  estimated  that  about  70  per  cent  of  the 
immigrants  remained  as  permanent  citizens.10 
This  immigrant  flow  to  the  United  States  was 


important  in  making  immediate  additions  to 
the  labor  force  when  new  labor  was  required 
for  growing  American  industry.  Indeed,  for  a 
period  in  the  last  quarter  of  the  nineteenth 
century  and  extending  into  the  early  years  of 
this  century,  labor  recruiters  were  sent  to  Eu¬ 
rope  to  encourage  able  bodied  men  to  come 
to  America  to  work  in  the  mines,  mills,  and 
transportation  systems  of  the  growing  coun¬ 
try.11 

The  immigrant  has  left  his  mark  on  many 
aspects  of  American  culture.  He  typically 
brought  with  him  the  culture  of  his  birthplace, 
often  combining  it  in  strange  and  wonderful 
ways  with  that  of  his  adopted  country.  The 
immigrant  and  his  children  are  present  in  our 
labor  force  in  large  numbers.  Their  ethnic 
backgrounds  still  play  a  role  in  diversifying 
the  social  characteristics  of  the  American 
labor  force. 

One  quarter  of  the  entire  white  population 
of  the  United  States  in  1950  was  foreign  bom, 
or  had  at  least  one  foreign  born  parent.  We 
call  this  group  the  foreign  stock  of  the  country. 
Approximately  one  in  thirteen  of  the  total 
white  population  in  1950  was  foreign  born, 
while  almost  one  in  five  was  a  child  of  foreign 
or  mixed  parents.  These  proportions  are  rela¬ 
tively  high  in  spite  of  the  fact  that  the  flow  of 
immigrants  to  this  country  was  drastically 
limited  by  the  Quota  Acts  of  1921  and  1924. 
Table  9.3  shows  the  data  on  the  total  for- 
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Ethnic  diversity  is  revealed  on  the  faces  of  these  men  lined  up  at  the  pay  window 
to  receive  their  wages. 


TABLE  9.3 

FOREIGN  STOCK  STILL  BULKS  LARGE  IN  THE  AMERICAN  POPULATION 
(population  figures  rounded  to  the  nearest  thousand) 


Year 

Total  White 
Population 

Total  Foreign 
White  Stock 

Per  Cent  of  White  Population 

Foreign 

Stock 

Foreign 

Born 

Children 

of 

Foreign 
or  Mixed 
Parents 

1950 

134,942,000 

33,751,000 

25.0 

7.5 

17.5 

1930 

110,287,000 

39,886,000 

36.2 

12.7 

23.5 

1910 

81,732,000 

32,243,000 

39.5 

16.4 

23.1 

1890 

55,101,000 

20,626,000 

37.4 

16.5 

20.9 

1870 

33,589,000 

10,818,000 

32.2 

16.3 

15.9 

Source:  Reprinted  with  permission  from  E.  P.  Hutchinson,  Immigrants 
and  Their  Children,  1850-1950,  John  Wiley  &  Sons,  Inc.,  1956,  p.  3. 


eign  stock  of  the  United  States  from  1870 
to  1950. 

In  general,  we  might  expect  that  about  one 
in  every  four  white  workers  was  bom  outside 
the  United  States  or  had  one  or  both  of  his 
parents  who  was.  As  a  matter  of  fact,  how¬ 


ever,  the  percentage  of  foreign  white  stock  in 
the  labor  force  is  even  higher.  This  is  due  to 
the  fact  that  the  foreign-born  white  people  and 
their  children  are,  on  the  average,  much  older 
than  native  white  persons  of  native  parents. 
Accordingly,  a  higher  proportion  of  foreign 
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stock  is  eligible  for  work  because  of  age,  and  or  mixed  parents,  and  only  one  out  of  three 
is  therefore  likely  to  be  working.  The  median  of  the  foreign  stock  had  been  bom  abroad. 


TABLE  9.4 

THE  FOREIGN  STOCK  IS  OLDER  THAN  THE  NATIVE  STOCK 


Population 

Median  Age  of  the 

White  Population 

Group 

1950 

1940 

1930 

1920 

1910 

1900 

1890 

Children  of 

Native  Parents 

26.1 

26.1 

23.4 

22.7 

22.0 

21.2 

21.0 

Children  of 

Foreign  or  Mixed 
Parents 

36.8 

29.4 

24.7 

21.6 

20.0 

18.2 

16.2 

Foreign  Born 

56.1 

51.0 

43.9 

40.0 

37.2 

38.5 

37.1 

Source:  Reprinted  with  permission  from  E.  P.  Hutchinson,  Immigrants 
and  Their  Children,  1850—1950,  John  Wiley  &  Sons,  Inc.,  1956,  p.  15. 


ages  of  the  native  white  population  and  the 
foreign  stock  are  shown  in  Table  9.4. 

Due  to  the  generally  higher  age  of  the  for¬ 
eign  stock,  they  are  represented  in  greater  pro¬ 
portion  in  the  labor  force  than  in  the  popula¬ 
tion  as  a  whole.  The  data  on  labor  force  parti¬ 
cipation  rates  for  white  workers  are  shown  in 


Foreign-born  people  tend  to  have  at  least 
some  of  the  elements  of  their  native  culture 
incorporated  in  their  present  way  of  life.  This 
is  certainly  true  of  language,  with  the  native 
language  often  spoken  along  with  English.  It 
is  also  true  of  social  customs  and  practices. 
Even  their  children  are  likely  to  carry  some 


TABLE  9.5 

ALMOST  A  THIRD  OF  WHITE  AMERICAN  WORKERS  ARE  STILL 
OF  FOREIGN  STOCK 


Per  Cent  of  White  Workers 

Total  White 

Children  of 

Workers  of 

Foreign  or 

Total  White 

Foreign 

Foreign 

Foreign 

Mixed 

Year 

Workers 

Stock 

Stock 

Born 

Parents 

1950 

52,479,000 

16,588,000 

31.6 

9.2 

22.4 

1910 

32,699,000 

14,791,000 

45.2 

23.8 

21.4 

Source:  Adapted  with  permission  from  E.  P.  Hutchinson,  Immigrants 
and  Their  Children,  1850-1950,  John  Wiley  &  Sons,  Inc.,  1956,  p.  200. 
Based  on  gainful  workers  10  years  of  age  and  over  in  1910  and  experienced 
civilian  labor  14  years  of  age  and  over  in  1950. 


Table  9.5  which  is  similar  to  Table  9.3  except 
that  the  base  is  the  working  population  and 
not  the  total  population. 

It  is  clear  that  almost  half  of  all  workers  in 
1910  were  of  foreign  stock.  The  foreign  stock 
was,  in  turn,  about  equally  divided  between 
foreign-bom  workers  and  the  children  of  for¬ 
eign  or  mixed  parents.  By  1950  almost  a  third 
of  all  white  workers  were  still  of  foreign  stock. 
By  that  date,  however,  two-thirds  of  the  for¬ 
eign  stock  were  native-born  children  of  foreign 


of  the  culture  of  their  parents’  native  land. 
These  children  are  reared  in  bi-cultural  homes 
and  experience  their  parents’  native  culture  as 
well  as  the  American  culture  in  which  they 
live. 

We  might,  therefore,  expect  that  industrial 
workers  of  mid-century  America  still  had  size¬ 
able  elements  of  European  cultural  features  in 
their  rearing  and  background.  This  is  certainly 
true  for  the  10  per  cent  of  foreign-bom 
workers,  and  at  least  partially  true  for  the  one 
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worker  in  five  who  was  reared  in  a  bi-cultural 
home. 

It  seems  clear  that  ethnic  factors  still  play  an 
important  role  in  the  American  labor  force. 
This  factor  has  declined  in  importance  over 
the  years,  and  with  continual  restriction  on 
immigration  will  decline  further.  Nevertheless, 
people  at  work  still  exhibit  ethnic  diversity  that 
is  a  product  of  the  historic  flow  of  millions  of 
European  workers  to  the  United  States. 

OCCUPATIONAL  SPECIALIZATION  OF 
ETHNIC  GROUPS 

It  is  an  old  adage  about  Boston  that  “the 
blue  bloods  own  it,  but  the  Irish  run  it.”  This 
saying  suggests  that  ethnic  origin  may  be  an 
important  factor  in  making  employment  op¬ 
portunities  for  relatively  low-status  job  seekers. 
In  general,  immigrants  have  been  low-status 
compared  to  people  bom  in  this  country.  Ac¬ 
cordingly,  we  would  expect  that  immigrants 
to  the  United  States  entered  the  labor  force  in 
low-level  occupations. 

This  is  exactly  what  happened  to  the  bulk 
of  immigrants.  The  flow  of  workers  up  the 
industrial  occupational  ladder  was  constantly 
augmented  by  additions  of  the  newest  immi¬ 
grants  at  the  bottom  rungs.  People  last  off  the 
boats  from  Europe  were  given  their  first 
chances  in  the  land  of  opportunity  at  the  bot¬ 
tom  of  the  heap.  They  accepted  these  chances 
and  eagerly  anticipated  the  time  when  they 
could  look  down  on  still  newer  arrivals.12 

Immigrant  labor  was  concentrated  in  un¬ 
skilled  and  low-paid  jobs,  tended  to  be  under¬ 
represented  in  the  professions,  and  avoided 
agriculture.13  It  has  also  been  observed  that 
even  when  they  brought  with  them  some  in¬ 
dustrial  skill,  they  tended  not  to  follow  their 
established  occupations  after  going  to  work 
in  the  United  States.14 

The  consequence  of  layers  of  ethnic  groups 
regularly  entering  the  occupational  structure 
at  the  bottom  is  that  these  layers  remained 
relatively  intact  as  the  immigrant  workers  rose 
in  occupational  status.  For  example,  in  coal 
mining,  the  original  wave  of  immigrant 
workers  came  from  England,  to  be  succeeded 
first  by  the  Irish  and  later  by  “Slavs”— a  com¬ 
monly  used  term  to  designate  eastern  and 
southern  Europeans.16  As  the  “Slavs”  came 


into  mining,  the  English  and  then  the  Irish 
moved  up  into  skilled  jobs  and  supervisory 
positions.  In  the  iron  and  steel  industry,  by 
1870,  the  English  who  were  early  immigrants 
had  a  very  high  concentration  as  rolling  mill 
operatives,  a  relatively  high-skill  group  of  oc¬ 
cupations.  The  English  were  still  concentrated 
in  other  iron  and  steel  occupations,  but  these 
were  jobs  increasingly  being  filled  by  the  Irish, 
who  were  more  recent  immigrants  than  the 
English.16 

The  layering  of  ethnic  groups  in  industry 
is  still  evident  today.17  Collins  has  pointed  out 
that  ethnic  background  is  important  in  dis¬ 
tinguishing  between  middle  management  and 
foremen,  with  the  ethnic  group  (in  this  case, 
Irish)  being  “acceptable”  only  as  high  as  the 
foreman  level.18  It  is  probably  generally  true 
today  that  “ethnic  layering”  of  the  labor 
force  is  much  more  evident  within  the  ranks  of 
management  than  among  workers.  In  the  anal¬ 
ysis  of  a  sample  survey  of  the  foreign-born  in 
1950,  Hutchinson  has  found  that  there  has 
been  a  distinct  upward  movement  of  the  for¬ 
eign-born  workers  between  1910  and  1950 
away  from  manual  and  unskilled  work  and 
toward  more  skilled  employment.19 

One  important  consequence  of  the  layering 
of  ethnic  groups  in  industry  is  that  ethnic  back¬ 
ground  becomes  an  important  status-confer¬ 
ring  characteristic  of  the  person.  When  ethnic 
origin  is  less  visible,  it  is  less  likely  to  confer 
low  rank.  It  is  significant  in  this  connection 
that  the  second  generation  foreign  stock  (chil¬ 
dren  of  foreign  or  mixed  parents)  had,  by 
1950,  much  less  marked  occupational  special¬ 
ization  than  their  foreign-born  parents.  In¬ 
deed,  the  second  generation  had  an  occupa¬ 
tional  distribution  close  to  that  of  the  entire 
white  labor  force.20  As  the  obvious  character¬ 
istics  of  ethnic  origin  (language  difficulties, 
education,  “clannishness,”  and  “foreign  air”) 
become  less  marked,  attribution  of  low  status 
to  those  possessing  these  characteristics  also 
diminished.  Consequently,  the  American-born 
children  of  immigrants  dispersed  more  widely 
through  the  occupational  structure  than  their 
parents. 

The  politics  of  labor  unions  has  reflected 
“ethnic  layering”  of  the  labor  force.  In  the 
needle  trades,  for  example,  many  of  the  top 
union  leaders  are  of  Russian-Jewish  ethnic 
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background.  As  their  ethnic  group  was  sup¬ 
planted  by  later  immigrants  in  the  industry, 
principally  southern  Europeans  and  especially 
Italians,  union  leaders  of  that  ethnic  group 
rose  in  the  needle  trade  unions.  Today  there 
are  important  union  posts  held  by  people  of 
Italian  origins.  Similar  representation  of  ethnic 
groups  through  elected  union  officials  is  to 
be  found  among  New  England  textile  workers 
where  French  Canadians  are  an  important 
ethnic  component;  among  shoe  workers  where 
southern  Europeans  are  important  in  the  in¬ 
dustry,  and  in  the  automobile  and  steel  in¬ 
dustries  where  southern  and  eastern  Europeans 
constitute  large  segments  of  the  work  forces.21 

In  general,  the  long  range  trend  has  been 
away  from  ethnic  specialization  in  particular 
occupations,  or  industries.  Nevertheless,  cer¬ 
tain  stereotypes  of  ethnic  association  with  par¬ 
ticular  occupations  and  industries  were  once 
real  characterizations.  For  example,  the  Cen¬ 
sus  of  1870  revealed  that  working  people  bom 
in  Germany  had  especially  heavy  concentra¬ 
tions  among  barbers  and  hair  dressers,  profes¬ 
sional  musicians,  restaurant  and  bar  keepers, 
milkmen,  peddlers,  operators  of  cigar,  cloth¬ 
ing,  and  liquor  stores,  and  as  bakers,  butchers, 
basket-,  cabinet-,  candy-,  clothes-,  barrel-, 
cigar-,  liquor-,  and  piano-makers,  engravers, 
gun-  and  lock-smiths,  upholsterers,  and  wood¬ 
workers.22  We  can  certainly  see  in  this  list  of 
trades  and  occupations  some  of  our  still  per¬ 
sisting  stereotypes  of  the  German  as  the  jolly 
host  and  saloon  keeper,  the  noisy  brass  band 
musician,  the  heavy  handed  butcher,  the  baker 
of  rich  delicacies,  and  the  skilled  artisan.  How- 

REARING  AND  MOBILITY 

A  large  segment  of  American  workers  do 
not  go  to  work  in  the  community  in  which  they 
were  reared.  This  suggests  that  the  influences 
playing  on  the  upbringing  of  American  workers 
are  not  the  same  as  those  affecting  their  adult 
lives  as  workers. 

In  the  ten  years  preceding  1950  there  was 
an  increase  of  almost  20  per  cent  in  the  urban 
population  of  the  United  States.  By  1950  two- 
thirds  of  the  population  were  urban  residents. 
Much  of  this  change  represented  moves  made 
to  urban  areas  by  farm-reared  people,  and  in- 


ever,  the  Germans  did  not  hand  down  many 
of  their  early  specializations  to  their  children 
(or  perhaps  it  could  as  well  be  said  that  their 
children  did  not  prefer  to  follow  in  daddy’s 
footsteps).  In  an  abbreviated,  and  perhaps 
not  wholly  comparable  analysis  made  of 
workers  of  foreign  stock  in  1900,  first  and 
second  generation  Germans  appear  to  be  heav¬ 
ily  concentrated  as  saloon  keepers  and  bar¬ 
tenders,  merchants  and  dealers,  cigar  makers, 
as  industrial  workers  in  iron  and  steel,  and 
in  the  machinist  trade.23  Thus,  ethnic  occupa¬ 
tional  inheritance  seems  to  have  diminished 
markedly  over  a  relatively  short  period  of 
time  as  measured  by  the  number  of  occupa¬ 
tions  in  which  there  is  continuing  heavy  con¬ 
centration  of  ethnic  Germans. 

We  may  conclude  generally  that  ethnic 
identification  is  still  important  in  diversifying 
the  American  labor  force.  Successive  waves 
of  immigrants,  coming  from  different  coun¬ 
tries— each  entered  the  labor  force  at  the 
bottom  and  moved  up,  making  room  for  the 
more  recent  arrivals.  This  led  to  a  layering  of 
ethnic  groups  in  industry,  with  the  early  ar¬ 
rivals  moving  toward  the  top  and  the  later 
immigrants  taking  their  places  below  in  the 
occupation  structure.  In  recent  times  there  has 
been  very  little  occupational  specialization  of 
ethnic  groups.  The  ethnic  factor  still  plays  a 
role  as  a  status-conferring  aspect  of  the  indi¬ 
vidual,  principally  in  the  ranks  of  management. 
The  ethnic  factor  is  also  important  in  industry 
insofar  as  people  reared  in  ethnic-oriented 
homes  have  to  learn  common  ways  of  working 
cooperatively  on  the  job. 

OF  AMERICAN  WORKERS 

volved  important  shifts  to  non-farm  employ¬ 
ment  as  well.24 

With  the  closing  of  American  shores  to 
foreign  immigrants,  industrial  America  has 
turned  to  the  rural  sections  of  the  population 
to  recruit  work  forces.  Continuing  flow  of 
new  workers  into  industry  has  come  increas¬ 
ingly  from  the  farm-reared  portions  of  our 
population.  The  sons  and  daughters  of  farmers 
are  the  native  immigrants  to  American  industry 
who  have  replaced  their  foreign-bom  prede¬ 
cessors.  It  has  been  pointed  out  by  Freedman, 
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for  example,  that  one  out  of  every  three  adults 
now  living  in  non-farm  areas  was  reared  on 
a  farm.25  Freedman  also  reports  that  for  the 
metropolitan  area  of  Detroit  almost  one  out 
of  three  adults  was  farm-reared.26 

Some  evidence  of  the  extent  of  moving 
around  in  the  labor  force  is  given  by  Bogue’s 
analysis.  In  March,  1950,  almost  12  million 
out  of  a  total  of  62  million  labor  force  mem¬ 
bers  lived  in  houses  different  from  their  resi¬ 
dences  a  year  earlier.27  Thus,  almost  one  in 
five  workers  had  changed  his  residence  in  the 
course  of  a  single  year.  About  one  in  20  of  the 


the  labor  force  was  analyzed  and  the  areas  of 
rapid  growth  were  noted.  From  that  analysis 
it  appeared  clear  that  the  Southeast,  the  South¬ 
west,  and  the  Far  West  are  areas  of  rapidly 
growing  labor  forces,  attributed  to  industrial 
expansion  in  those  areas  of  the  country.  In 
general,  to  the  extent  that  the  distribution  of 
jobs  and  birthplaces  of  workers  do  not  coin¬ 
cide,  then  people  have  to  move  to  jobs;  jobs 
have  to  move  where  potential  workers  are  to 
be  found;  or  both  may  move  to  find  each  other. 
In  examining  the  geographic  distribution  of 
the  labor  force  in  Chapter  8  we  noted  the 


TABLE  9.6 


THE  SOUTH  HAS  MORE 

PEOPLE  THAN  IT 

HAS  JOBS  TO  OFFER 

THEM 

Difference 

Difference 

Between 

Between 

Ready  to 

Start  Work 

Percentage  Distribution  of — • 

Work  and 

in  1965  and 

Jobs 

Jobs 

Available 

Available 

( —  is  a 

( —  is  a 

People  Getting 

shortage, 

shortage, 

Jobs  Available: 

Ready  to  Work: 

People  Starting 

+  a  sur- 

+  a  sur- 

Geographic 

Employed  in 

10-14  Years  Old 

Work  in  1965 : 

plus  of 

plus  of 

Division 

1950 

in  1950 

Births  in  1950 

people) 

people) 

United  States 

100.0 

100.0 

100.0 

South 

South  Atlantic 

13.6 

16.0 

15.4 

+2.4 

+  1.8 

East  South  Central 

6.8 

9.6 

8.7 

+2.8 

+  1.9 

West  South  Central 

9.8 

10.9 

10.9 

+2.0 

+2.0 

East 

New  England 

6.4 

5.4 

5.4 

—1.0 

—1.0 

Middle  Atlantic 

21.0 

17.3 

17.2 

—3.7 

—3.8 

Middle  West 

East  North  Central 

214 

19.2 

19.8 

—1.9 

—1.3 

West  North  Central 

9.5 

9.4 

9.3 

—0.1 

—0.2 

Far  West 

Mountain 

3.1 

3.8 

4.0 

0.7 

0.9 

Pacific 

9.5 

8.3 

9.4 

—1.2 

—0.1 

Source:  Donald  J.  Bogue,  “Residential  Mobility  and  Migration  of  Workers.”  Reprinted  with  permission 
from  William  Haber,  et  al  (eds.),  Manpower  in  the  United  States:  Problems  and  Policies,  1954,  Harper  & 
Brothers,  p.  147. 


workers  in  1950  also  moved  out  of  his  county 
of  residence  into  another  county  during  this 
sample  year.28 

Where  is  the  future  labor  supply  of  the 
United  States  to  be  found?  From  what  geo¬ 
graphic  areas  will  the  future  labor  force  come? 
In  Chapter  8  the  geographic  distribution  of 


movement  of  industry,  creating  jobs,  into  the 
southern  and  western  areas  of  the  country. 

We  now  want  to  examine  the  probability 
that  people  will  move  to  find  existing  jobs.  It 
will  be  recalled  that  in  Chapter  8  we  empha¬ 
sized  the  fact  that  the  older  industrial  areas 
of  the  country  still  employed  a  major  share  of 
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the  labor  force.  The  north  central  and  eastern 
manufacturing  belts  were  also  growing  in  size 
of  labor  force,  although  less  rapidly  than  the 
newer  industrial  areas. 

If  we  contrast  the  1950  labor  force  with 
the  number  about  to  enter  it  (in  the  ages  of 
10  to  14  years),  and  those  whose  survivors 
will  begin  to  enter  it  between  1965  and  1970 
(childem  bom  in  1950),  we  have  a  measure 
of  the  areas  of  surplus  people  and  the  areas 
of  surplus  jobs.  This  is  done  in  Table  9.6 
which  is  a  rough  measure  of  the  regional  distri¬ 
bution  of  jobs  and  of  people  now  bom  who  are 
available  to  take  them.  It  will  be  noted  im¬ 
mediately  that  the  southern  group  of  states  are 
the  only  states  with  a  significant  surplus  of 
future  workers  over  jobs.  The  older  industrial 
areas  of  the  East  and  the  Middle  West  have  a 
significant  shortage  of  future  workers  com¬ 
pared  with  present  job  opportunities. 

It  is  very  clear  that  the  breeding  ground  of 
the  future  labor  force  is  the  South.  People 
with  southern  background  and  the  particular 
cultural  features  associated  with  being  reared 
there  are  the  migrants  who  will  move  north, 
northeast,  and  west  to  take  jobs  in  commerce 
and  industry.  There  may  be  significant  prob¬ 
lems  in  assimilating  the  southern  migrants, 
white  and  Negro,  into  the  working  culture  of 
the  North  and  West.  It  is  conceivable  that 
industry  receiving  southern  workers  will  have 
problems  of  assimilation  not  entirely  unlike 
the  problems  raised  by  incorporating  foreign- 
born  immigrants. 

The  problem  of  assimilating  rural-reared 
people  into  urban  work  and  ways  of  life  is 
mediated  somewhat  by  the  fact  that  cityward 
migration  tends  to  take  place  in  two  stages. 
Migrants  often  move  from  the  farm  to  smaller 
cities,  then  move  on,  in  a  second  stage,  to 
larger  urban  centers.29  Furthermore,  the  dis¬ 
tance  traveled  tends  to  be  relatively  short  with 
each  move.30  Accordingly,  some  of  the  south¬ 
ern  migrants  being  recruited  for  industry  tend 
to  take  first  jobs  in  the  South,  later  moving  to 
the  East,  Middle  West,  and  Far  West.  Habitu¬ 
ation  to  industrial  work  discipline  is  thus 
acquired  in  the  cultural  setting  in  which  the 
southern  workers  have  been  reared.  Therefore, 
their  adjustment  to  industrial  work  and  to  a 
different  community  cultural  setting  may  not 
have  to  be  made  at  the  same  time. 


The  stream  of  migrants  going  into  industry 
is  not  a  cross  section  of  those  with  whom  they 
were  reared.  Migration  is  generally  more  fre¬ 
quent  among  better  educated  people,  those 
with  higher  income,  and  those  who  have  some 
professional  training.  Workers  of  comparable 
ages  but  of  lower  socioeconomic  standing  move 
less  frequently.  The  least  mobile  segments  of 
the  population  are  those  who  have  low  in¬ 
comes,  who  have  experienced  long  periods  of 
unemployment,  and  laborers  or  low-skilled 
workers.31  There  is  no  marked  preference  of 
males  or  females,  but  younger  people  of  both 
sexes  migrate  more  frequently  than  older 
people.32  The  movement  of  people  to  jobs 
therefore  tends  to  be  selective,  favoring 
younger  people  who  are  better  educated,  better 
trained,  and  having  higher  incomes.  Indus¬ 
trial  and  commercial  jobs  attract  people  to 
them  especially  among  those  with  high  skill 
and  training  who  can  be  utilized  at  their  high¬ 
est  performance  levels.33 

An  excellent  picture  of  the  cross  currents 
of  labor  force  mobility  is  revealed  in  Table 
9.7  These  data  are  based  on  Palmer’s  exten¬ 
sive  study.34  The  table  shows  the  migrants 
into  six  industrial  cities  of  the  United  States. 
Migrants  were  defined  as  those  who  had  less 
than  12  years  of  residence  in  the  metropolitan 
area  of  the  city.  Chicago  and  Philadelphia, 
two  large  northern  cities,  recruited  35  and  36 
per  cent,  respectively,  of  all  their  new  workers 
from  the  South.  More  than  one  out  of  every 
three  migrants  into  these  two  major  metro¬ 
politan  centers  came  from  the  South.  It  is 
notable  that  most  of  the  southerners  going  to 
Philadelphia  came  from  the  southern  sea¬ 
board,  while  their  brothers  going  to  Chicago 
came  from  the  central  tier  of  southern  states. 
These  findings  are  paralleled  by  other  studies 
of  migrants  to  the  Detroit  metropolitan  area. 
The  Detroit  Area  Survey  in  1953  found  in 
a  sample  of  1157  homes  of  Detroiters  that  22 
per  cent  of  adults  over  twenty  years  of  age 
had  previously  lived  in  the  South.35  Hawley,  in 
an  earlier  study  of  people  moving  into  the 
Detroit-Willow  Run  area  between  1940  and 
1944  (the  peak  war  employment  years), 
found  that  37.2  per  cent  had  lived  in  the 
South  in  1940.  He  also  found  that  Detroit 
recruited  the  bulk  of  its  southern  workers 
from  the  central  tier  of  southern  states.36 
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TABLE  9.7 

WORKERS  MOVE  TO  THE  CITIES  TO  FIND  JOBS 

less  than  12  years  of  residence  in  the  metropolitan  area  of  the  city 
were  classified  as  migrants) 


Workers  Who  Move  Showing  Region  of  Residence  Before  Moving  to  Cities — 1951 

(numbers  in  thousands) 


Region  of 
Previous 

Residence  Chicago  Philadelphia  Los  Angeles  San  Francisco  St.  Paul  New  Haven 


No. 

Per 

Cent 

No. 

Per 

Cent 

No. 

Per 

Cent 

No. 

Per 

Cent 

No. 

Per 

Cent 

No. 

Per 

Cent 

Total 

426 

100 

201 

100 

721 

100 

226 

100 

152 

100 

20 

100 

Home  State 

37 

9 

45 

22 

109 

15 

61 

27 

22 

42 

4 

20 

South 

152 

35 

71 

36 

133 

18 

36 

16 

2 

4 

3 

15 

South  Atlantic 

27 

6 

62 

32 

18 

2 

8 

4 

1 

2 

3 

15 

East  South  Central 

99 

23 

7 

3 

19 

3 

6 

3 

* 

* 

* 

* 

West  South  Central 

26 

6 

2 

1 

96 

13 

22 

9 

1 

2 

* 

* 

East 

41 

10 

55 

28 

118 

16 

23 

10 

2 

4 

9 

45 

Midwest 

106 

25 

10 

5 

230 

33 

38 

17 

20 

38 

1 

5 

West 

38 

9 

5 

2 

95 

13 

39 

17 

4 

8 

1 

5 

Outside  U.  S. 

Previous  residence 

46 

11 

14 

7 

34 

5 

27 

12 

1 

2 

2 

10 

unknown 

6 

1 

1 

* 

2 

* 

2 

1 

1 

2 

* 

* 

*  Less  than  0.5. 

Source:  Adapted  with  permission  from  Gladys  Palmer,  Labor  Mobility  in  Six  Cities,  1954,  Social  Science 
Research  Council,  p.  167. 


If  we  look  at  Los  Angeles  and  San  Fran¬ 
cisco  on  the  west  coast,  only  18  and  16  per 
cent  of  their  labor  migrants  came  from  the 
South.  In  absolute  numbers,  southerners  mov¬ 
ing  to  Los  Angeles  were  somewhat  fewer  than 
went  to  Chicago,  but  almost  twice  as  many  as 
migrated  to  Philadelphia.  One-third  of  the  Los 
Angelinos  came  from  the  Middle  West,  while 
San  Francisco  recruited  almost  a  third  of  its 
new  workers  from  the  home  state  of  California. 
Looking  at  the  smaller  cities  of  St.  Paul  and 
New  Haven,  we  discover  that  they  both  re¬ 
cruit  almost  completely  from  their  home  state 
or  their  home  region.  St.  Paul  recruited  80 
per  cent  of  its  migrants  from  Minnesota  and 
the  Middle  West.  New  Haven  recruited  65 
per  cent  of  its  new  workers  from  Connecticut 
or  the  East,  although  it  did  draw  15  per  cent 
from  the  South  Atlantic  seaboard.  This  migra¬ 
tion  pattern  to  the  smaller  industrial  cities 


suggests  the  two-stage  migration  cycle  previ¬ 
ously  noted.  Many  of  the  migrants  going  to 
St.  Paul  and  New  Haven  to  work  are  in  the 
first  stage  of  movement.  They  are  probably 
moving  from  farms,  villages,  and  small  urban 
communities  to  their  earliest  industrial  work. 

Chicago,  Detroit,  and  Philadelphia  are  cer¬ 
tainly  recipients  of  a  major  flow  of  new  work¬ 
ers  from  America’s  breeding  ground,  the 
South.  This  pattern  is  duplicated  for  the  other 
major  industrial  centers  of  the  East  and  Middle 
West.  The  flow  of  workers  to  the  West  com¬ 
ing  from  the  South  is  augmented  by  a  large 
movement  out  of  the  Middle  West  and  a  sig¬ 
nificant  number  who  come  from  the  East. 

In  general,  we  can  now  conclude  that  about 
one-third  of  the  people  living  in  cities  were 
reared  on  farms.  Their  early  social  experiences 
tended  to  differ  from  their  adult  ways  of  life. 
For  them,  personally,  some  kinds  of  adjust- 
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ments  had  to  be  made  to  urban  living  pat¬ 
terns.37  It  is  also  probably  true  that  industry 
accommodated  its  working  methods  and  work 
customs  to  the  rural  qualities  of  its  recruits.38 
As  international  immigration  diminished,  the 
flow  of  workers  into  industry  was  sustained  by 
rural-bom  citizens  of  the  United  States.  The 
real  excess  of  available  people  in  relation  to 
jobs  is  now  in  the  South.  The  South  is,  and 
will  continue  to  be  the  breeding  ground  of  a 
major  share  of  the  industrial  labor  force.  The 
imprint  of  being  reared  in  rural  areas,  in  the 
South,  or  both  will  add  to  the  diversity  of  the 
social  characteristics  of  the  American  labor 
force.39 

It  is  interesting  to  speculate  about  the  con¬ 
sequences  of  the  two  great  streams  of  indus¬ 
trial  recruits  for  American  labor  unionism. 
European  immigrants  often  brought  with  them 


their  own  ideas  about  the  role  and  functions  of 
unions.  They  gave  to  the  labor  movement  a 
political  and  sometimes  even  a  radical  out¬ 
look.  Business  unionism  in  mass  industries, 
characterizing  the  modem  labor  movement, 
has  the  bulk  of  its  membership  among  native- 
born  migrants  to  our  industrial  centers.  These 
rural-reared  people  have  grown  up  in  the 
larger  traditions  of  the  American  society. 
Many — whose  families  belonged  to  organiza¬ 
tions  like  the  Grange,  the  Farm  Bureau  Feder¬ 
ation,  and  farmers’  unions' — have  also  experi¬ 
enced  organizational  power.  It  may  very  well 
be  that  the  characteristic  business  unionism  of 
American  labor — vigorously  making  a  place 
in,  rather  than  materially  modifying,  present 
economic  arrangements— is  at  least  a  product 
of  the  background  and  rearing  of  a  major  por¬ 
tion  of  its  membership. 


RACIAL  BACKGROUND  OF  WORKERS 


I  About  10  per  cent  of  the  American  labor 
force  is  composed  of  non-whites.  These  non¬ 
whites  are  principally  Negroes,  with  other 
non-whites  composing  a  relatively  small  por¬ 
tion  of  the  labor  force. 

The  central  feature  of  the  employment  of 
i  non-whites  is  the  discrimination  exercised 
against  them.  Negroes  have  relatively  greater 
difficulty  than  whites  in  securing  managerial 
positions,  and  work  in  clerical  occupations 
and  sales.  Furthermore,  they  are  vastly  over¬ 
represented,  compared  to  whites,  among  la¬ 
borers  and  service  workers.40 

Chart  9.3  shows  the  Negro  labor  force  in 
relation  to  the  entire  labor  force.  It  will  be 
noted  that  the  age  distribution  of  Negroes  is 
approximately  the  same  as  that  for  whites. 
There  is  a  slightly  higher  proportion  of  very 
young  Negroes  working  than  is  true  for  whites. 
There  is  also  some  slight  tendency  for  Negro 
women  to  represent  a  higher  proportion  of  all 
working  people  than  Negro  men.  In  general, 
however,  the  population  pyramid  suggests 
that  the  Negro  labor  force  is  substantially  like 
the  white  labor  force  in  terms  of  age  and  sex. 

Discrimination  against  Negroes  in  employ¬ 
ment  has  tended  to  exclude  them  from  higher- 
level  jobs,  and  to  force  them  into  less-skilled 
and  lower-paid  occupations.  Even  when  the 


CHART  9.3 

1950  NON-WHITE  LABOR  FORCE  IS  NOT  MARKEDLY 
DIFFERENT  IN  AGE  FROM  WHITE  LABOR  FORCE 
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1.0 


amount  of  education  is  held  constant  so  that 
there  is  a  fair  presumption  that  a  Negro  and 
white  job  applicant  are  not  markedly  different 
in  school  training,  discrimination  in  employ¬ 
ment  definitely  favors  the  white  worker.  In 
Table  9.8,  the  distributions  of  Negroes  and 
white  workers  in  broad  occupational  groups 
are  shown  for  comparable  amounts  of  educa¬ 
tion.  In  order  to  determine  whether  job  dis- 
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crimination  is  a  regional  or  a  general 
characteristic,  working  persons  of  the  North 
and  West  are  grouped  together  and  contrasted 
with  those  of  the  South. 

It  is  notable  that  outside  the  South,  Negro 
high  school  graduates  have  a  much  smaller 
percentage  of  their  group  among  managerial 
occupations  and  in  clerical  and  sales  occupa¬ 
tions  than  white  workers  with  the  same 
amount  of  education.  Furthermore,  the  Negro 
high  school  graduate  more  than  half  the  time 
finds  a  job  in  laboring  or  service  occupations, 
while  only  one  out  of  ten  of  his  white  peers 
who  graduated  from  high  school  is  in  this 
group.  The  same  pattern  of  differences  is  also 


constant.  The  whole  country  is  apparently 
about  equally  disinclined  to  afford  equal  em¬ 
ployment  opportunities  to  Negroes. 

The  Negro  has  been  the  traditional  object 
of  employment  discrimination  in  the  United 
States  European  immigrants,  as  we  have  al¬ 
ready  noted,  have  tended  to  enter  the  labor 
market  in  low-level  jobs  but  eventually  they 
and  their  sons  and  daughters  worked  their 
ways  up  the  occupational  ladder.  Negroes  also 
entered  industry  and  commerce  at  the  bottom 
of  the  occupational  heap.  However,  they  have 
not  succeeded  in  securing  the  same  kinds  of 
opportunities  to  rise  occupationally  as  charac¬ 
terize  the  white  population. 


A  familiar  Pittsburgh  street  scene: 
steelworkers  leaving  the  mill  for  lunch. 
Negroes  have  been  recruited  in  large 
numbers  for  work  in  heavy  industry. 


to  be  seen  in  the  comparison  of  Negro  with 
white  college  graduates.  Of  particular  signi¬ 
ficance  is  the  fact  that  more  than  one  out  of 
five  of  the  Negro  college  graduates  go  to  work 
in  laboring  or  service  jobs,  in  contrast  with 
only  one  in  a  hundred  white  college  graduates. 
These  figures  are  for  working  people  in  the 
North  and  West  where  we  can  presume  that 
job  discrimination  against  Negroes  would  be 
less  than  in  the  South.  The  same  pattern  of 
discrimination  against  Negroes  is  to  be  found 
within  the  South,  when  education  is  held 


Discrimination  against  Negroes  has  been 
widespread.  Labor  unions  as  well  as  employers 
have  erected  barriers  against  the  Negro.41 
There  is  some  evidence  to  suggest  that  work¬ 
ers  tend  to  discriminate  less  against  the  Negro 
than  members  of  management.42  During  World 
War  II  significant  advances  were  made  in 
Negro  employment,  largely  under  the  pressures 
of  labor  shortages  created  by  the  war.43  The 
Federal  government  required  then,  as  it  does 
now,  non-discrimination  in  employment  on 
government  contracts.  In  addition,  some  states 
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TABLE  9.8 

NEGROES  DO  NOT  FARE  AS  WELL  AS  WHITES  IN  EMPLOYMENT 
WHEN  EDUCATIONAL  DIFFERENCES  ARE  ELIMINATED 


High  School  College 


Occupational 

Graduates 

Graduates 

Group 

White 

Negro 

White 

Negro 

NORTH  AND 

WEST 

Professional 

6.0 

4.1 

54.6 

48.5 

Managerial 

15.7 

2.7 

16.1 

6.1 

Clerical  &  Sales 

32.5 

11.4 

22.6 

15.2 

Craftsmen  &  Foremen 

16.5 

10.3 

2.9 

3.3 

Operatives 

18.8 

19.3 

2.4 

4.6 

Laborers  &  Service 

10.3 

52.2 

1.4 

22.3 

Total 

100.0 

100.0 

100.0 

100.0 

SOUTH 

Professional 

5.4 

4.1 

53.0 

65.0 

Managerial 

20.6 

3.1 

18.8 

4.6 

Clerical  &  Sales 

35.4 

9.8 

22.2 

11.9 

Craftsmen  &  Foremen 

15.8 

7.6 

2.9 

2.0 

Operatives 

15.8 

17.6 

1.9 

3.0 

Laborers  &  Service 

7.0 

57.8 

1.2 

13.5 

Total 

100.0 

100.0 

100.0 

100.0 

Source:  U.  S.  Bureau  of  the  Census,  U.  S.  Census  of  Population,  1950, 
Special  Reports,  Part  5,  Chapter  B,“Education”( Washington:  Government 
Printing  Office,  1951).  Computed  from  Table  11,  using  “nonvwhite”  as 
equivalent  to  Negro. 


and  cities  have  passed  fair  employment  prac¬ 
tices  acts.  The  legal  ban  against  job  discrim¬ 
ination  serves  to  buttress  the  hands  of  an  em¬ 
ployer  or  labor  union  pressing  to  use  Negro 
workers  at  their  highest  skills.  Attitudes  of  dis¬ 
crimination,  however,  are  not  readily  changed 
by  laws.  It  takes  vigorous  action  to  achieve 
reasonable  integration  of  white  and  non-white 
workers.  A  number  of  industrial  and  commer¬ 
cial  companies  have  pursued  forthright  poli¬ 
cies  of  hiring  workers  regardless  of  race.  Nota¬ 
ble  success  has  been  achieved  in  local  public 
transportation,  government  service,  in  some 
areas  of  manufacturing,  and  in  retail  trade. 


Where  substantial  numbers  of  Negroes  enter 
the  labor  market,  they  encounter  caste  bar¬ 
riers  that  are  effective  blocks  to  occupational 
advancement.44  Segregation  is  a  common  out¬ 
come,  with  Negroes  given  special  jobs — usu¬ 
ally  low-skilled  and  low-paid — or  segregated 
on  separate  shifts  or  in  separate  departments. 
Insofar  as  caste  barriers  continue  to  be  effec¬ 
tive,  management  practices  in  handling  person¬ 
nel  become  complicated  by  the  implicit  or 
explicit  special  treatment  accorded  Negroes. 
These  caste  barriers  also  create  special  prob¬ 
lems  in  the  social  interaction  of  workers  on 
the  job.45 


DIVERSITY  OF  THE  LABOR  FORCE 


The  American  labor  force  is  heterogeneous 
in  its  social  origins.  Vast  streams  of  European 
workers  moved  to  the  United  States  through¬ 
out  the  nineteenth  century  and  the  first  three 


decades  of  the  twentieth.  Today  the  foreign- 
born  and  their  children — the  foreign  stock — 
account  for  almost  a  third  of  the  entire  labor 
force.  About  another  third  of  the  urban  labor 
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force  is  made  up  of  people  who  were  bom 
and  reared  in  rural  communities  and  have 
since  moved  to  cities  to  find  jobs.  Another  ten 
per  cent  of  the  labor  force  is  composed  of 
Negroes.  Thus,  three  major  factors — foreign 
origin,  rural  origin,  and  race — account  for 
roughly  three-quarters  of  the  people  working 
in  industry  and  commerce. 

The  age  distribution  of  the  working  popula¬ 
tion,  and  the  amount  and  quality  of  its  educa¬ 
tion,  increase  distinctions  among  labor  force 
members.  The  “middle  age”  dominance  in  the 
labor  force  tends  to  favor  those  past  35  years 
as  against  younger  workers.  The  younger 
workers,  however,  have  distinctly  more  and 
better  education,  which  gives  them  advantages 
not  enjoyed  by  their  older  associates. 

The  American  labor  force  does  not  have 
firmly  rooted  traditions  and  a  common  heri¬ 
tage  governing  work.  Its  diversity  in  social 
origins  and  personal  characteristics  mitigates 
against  the  development  of  widely  held  cus¬ 
toms  governing  who  does  what  kind  of  work, 
in  what  manner,  at  what  ages,  and  under  what 
circumstances. 

American  society  is,  therefore,  less  control¬ 
ling  than  more  traditional  societies  in  provid¬ 
ing  a  common  work  heritage  to  its  children 
as  they  grow  up — a  heritage  they  can  take  with 
them  into  commerce  and  industry  to  govern 
working  behavior  and  social  relations  in  the 
work  place.  It  is  perhaps  for  this  reason  as 
much  as  any  other  that  American  work  organi¬ 
zations  are  sertightly  and  self-consciously  or¬ 
ganized  as  compared  with  European  counter¬ 
parts.  Industrial  discipline  and  rationalization 
of  operations  are  distinctly  more  highly  de¬ 
veloped  in  American  industry.46  Every  aspect 
of  working  tends  to  be  controlled  and  or¬ 
ganized  because  little  of  working  behavior  can 

NOTES  FOR 

r 

1  A  comparable  population  pyramid  showing  the 
labor  force  in  the  entire  population  for  1940  con¬ 
structed  on  the  same  basis  as  this  one  is  contained 
in  J.  D.  Durand,  The  Labor  Force  in  the  United 
States,  1890-1960  (New  York:  Social  Science  Re¬ 
search  Council,  1948),  p.  39. 

2  In  the  next  section  of  this  chapter  dealing  with 
education  of  workers  we  point  out  that  younger 
workers  have  more  and  better  education  than  older 
ones,  and  that  this  is  an  advantage  for  them. 


be  left  to  common  tradition  or  social  heritage 
for  its  control. 

Even  in  the  ranks  of  management,  the  “or¬ 
ganization  man”  of  Mr.  Whyte’s  business 
world,  is  a  man  of  varied  background,  cer¬ 
tainly  not  born  to  management.47  The  need  for 
rapid  socialization  of  large  numbers  of  mem¬ 
bers  of  the  managerial  bureaucracy  has  placed 
pressures  on  management  to  emphasize  con¬ 
formity  to  a  common  image  in  molding  people 
with  diverse  social  backgrounds  into  a  “man¬ 
agement  mold.”48 

It  is  also  significant  that  American  labor 
unions  have  developed  their  own  philosophy 
and  goals,  distinct  from  the  European  labor 
movement.  Labor  unions  have  had  mixed 
streams  of  traditions  playing  on  them,  fed  by 
the  heterogeneous  social  backgrounds  of  their 
members.  Under  the  circumstances  we  would 
expect  innovation  and  experimentation  with  a 
high  probability  that  American  unions  would 
develop  unique  features  of  their  own.  This 
they  have  done. 

In  these  two  chapters  on  the  labor  force  we 
have  secured  perspective  on  how  the  human 
material  that  makes  up  work  organizations 
comes  to  the  work  place  with  divers  experi¬ 
ences  and  expectations.  Workers  must  be 
molded  into  some  semblance  of  uniform  be¬ 
havior  so  that  delicately  balanced  productive 
processes  and  complex  economic  interdepen¬ 
dencies  can  be  made  to  work.  Implicitly, 
American  industrial  management  has  recog¬ 
nized  this  problem  of  standardization,  and  has 
developed  management  techniques  to  achieve 
it.  The  next  eight  chapters  on  “Getting  Work 
Done”  examine  the  detailed  ways  in  which 
uniform  work  behavior  is  developed  and  sus¬ 
tained. 


CHAPTER  9 

3  The  “scare”  quality  of  this  public  controversy 
has  sometimes  obscured  the  facts  upon  which  the 
arguments  ought  to  rest.  Those  who  think  the  “edu¬ 
cationists”  are  ruining  American  education  with 
emphasis  on  “life  adjustment”  in  preference  to  intel¬ 
lectual  competence  buttress  their  case  with  statistics 
to  prove  deterioration.  See  A.  E.  Bestor,  Jr.,  Edu¬ 
cational  Wastelands  (Urbana:  University  of  Illinois 
Press,  1953),  which  sparked  a  good  deal  of  the  pro¬ 
test  against  professional  educators’  dominance  of  the 
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TECHNOLOGY  AND  PRODUCTION 


I  he  technology  of  modem  industry  and 
commerce  is  the  most  important  single  de¬ 
terminate  of  who  does  what  kind  of  work, 
when,  and  in  what  manner. 

There  is  widespread  respect  for  the  genius 
of  Americans  in  developing  modern  industrial 
technology.  Indeed,  our  technology  of  produc¬ 
tion  is  so  generally  acclaimed  that  we  tend  to 
accept  it,  almost  without  analysis  for  its  mean¬ 
ing  and  consequences,  as  a  permanent  feature 
of  the  American  industrial  environment.1  This 
reaction  to  technology  is  also  probably  found 
in  industrialized  Europe  where  modem  meth- 

MACHINES 

Machines  utilize  energy  for  performing 
work.  Industrial  machines  perform  work  by 
using  energy  sources  other  than  men  or  ani¬ 
mals.  Work  output  is  a  direct  result  of  the 
amount  of  energy  spent  in  doing  the  work. 
The  greater  the  amount  of  energy  used,  in 
general,  the  greater  will  be  the  amount  of  work 
performed. 

ENERGY,  MACHINES,  AND  PRODUCTIVITY 

The  first  Industrial  Revolution,  usually 
dated  from  Watts’  first  patent  on  the  steam 
engine  in  1769,  involved  the  utilization  of 
energy  from  coal  and  wood  and,  later,  from 
natural  gas,  electricity,  and  petroleum.  This 
industrial  revolution  was  characterized  by  the 
replacement  of  men  and  animals  as  sources  of 
motive  power. 


ods  of  production  have  a  respectably  long 
history. 

In  this  chapter  we  will  examine  the  human 
consequences  of  modern  technology.  Our  first 
focus  of  attention  will  be  on  the  relations  be¬ 
tween  technology  and  human  work  skills. 
We  will  then  turn  to  the  methods  by  which 
modem  technology  is  incorporated  into  actual 
production  processes,  establishing  the  indus¬ 
trial  division  of  labor.  Lastly,  we  will  examine 
the  human  consequences  for  people  at  work  of 
the  requirements  imposed  by  technology  and 
production  processes. 

AND  MEN 


CHART  10.1 

SINCE  1910  THE  DOMINANT  SOURCE  OF  INDUSTRIAL 
POWER  COMES  FROM  MACHINES 


From  K.  T.  Compton,  “Engineers,”  Scientific  American, 
September,  1951,  p.  66. 
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Technology  supersedes  locol  culture  in  determining  how  industrial  work  gets  done. 
Oil  well  drilling  on  three  continents:  at  Norman  Wells,  Northwest  Territory,  Can¬ 
ada;  El  Centro,  Colombia;  and  Abquiq,  Al  Hasa,  Saudi  Arabia.  Racial  background 
and  culture  of  the  workers  are  obviously  different.  The  kind  of  work  they  do  in 
drilling  for  oil  is  dictated  by  the  universal  technology  of  this  industry,  and  not  by 
local  custom  and  practice. 
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Some  measure  of  the  magnitude  of  the 
changing  power  base  can  be  secured  from 
Chart  10.1  where  the  percentage  of  industrial 
power  is  shown  for  men,  animals,  and  ma¬ 
chines.  In  the  hundred  years  since  1850  ma¬ 
chine  power  has  increased  from  about  7  per 
cent  of  the  total  of  industrial  power  to  80  per 
cent.  Men  and  animals  as  sources  of  power 
have  become  negligible  factors  in  industrial 
output.  Estimating  the  curves  to  1985  throws 
the  balance  even  further  in  favor  of  machines. 

TABLE  10.1 

INDUSTRIAL  COUNTRIES  USE  MORE  ENERGY  THAN 
AGRARIAN  COUNTRIES 

(energy  derived  from  coal,  electricity,  wood,  petroleum 
and  natural  gas) 


Country 

Estimated 
Million  Calories 
per  Capita 
(1946) 

Index 

(U.S.  =  100) 

United  States 

12,507 

100 

Great  Britain 

5,304 

42 

Sweden 

3,960 

32 

Belgium  and 
Luxembourg 

3,503 

28 

Iceland 

2,734 

22 

Czechoslovakia 

2,480 

20 

Finland 

2,430 

19 

Switzerland 

2,313 

18 

France 

2,211 

18 

Netherlands 

2,045 

16 

Poland 

1,353 

11 

Ireland 

944 

8 

Spain 

814 

7 

Rumania 

726 

6 

Hungary 

476 

4 

Greece 

464 

4 

Bulgaria 

437 

3 

Albania 

292 

2 

Turkey 

257 

2 

Source:  Etudes  et  Conjoncture  Economic  Mon¬ 
diale,  Institut  National  de  la  Statistique  et  des  Etudes 
Economiques,  Nos.  17,  18,  19  (Oct.,  Nov.,  Dec., 
1947). 

Our  modem  industrial  world  is  one  almost 
totally  dependent  on  non-human  and  non¬ 
animal  sources  of  motive  power.  The  impor¬ 
tance  of  power  is  graphically  displayed  in 
Table  10.1  where  energy  consumption  per 
capita  is  shown  for  selected  countries  in  the 
world.  A  glance  at  this  table  shows  clearly  the 
contrast  between  industrial  and  agrarian 


countries  in  terms  of  their  power  consump¬ 
tion.  The  United  States  uses  more  than  twice 
as  much  energy  per  citizen  as  any  other 
country  listed.  (Data  was  not  available  for 
the  USSR.) 

Motive  power,  however,  is  not  usable  until 
it  is  converted  into  working  energy.  Indus¬ 
trial  machines  perform  this  conversion  proc¬ 
ess.  They  take  energy  and  literally  put  it  to 
work  in  producing  the  goods  of  the  economy. 
It  is  through  machines,  and  the  industrial 
complexes  of  which  they  are  a  part,  that  the 
vastly  increased  output  of  goods  in  our  in¬ 
dustrial  economy  is  achieved. 

For  the  United  States,  there  is  approxi¬ 
mately  a  3  per  cent  increase  in  output  per 
man-hour  each  year  for  manufacturing  in¬ 
dustries.  This  rate  of  increase  has  been  fairly 
steady  since  1909.  In  mining  and  railroad 
transportation  the  annual  rate  of  productivity 
increase  has  been  about  the  same.  In  the 
electric  light  and  power  industry  productivity 
has  increased  about  8  per  cent  annually  since 
the  early  1930’s.  In  these  industries,  output 
per  man-hour  has  approximately  doubled  be¬ 
tween  1919  and  1939,  with  rates  of  increase 
being  at  least  as  great  or  greater  since  then. 
The  future  holds  prospects  of  even  further 
increases  in  man-hour  output.  This  increased 
productivity  is  graphically  displayed  in  Chart 
10.2,  showing  the  American  industries  for 
which  trend  data  on  man-hour  output  are 
available. 

It  should  be  noted  immediately  that  Ameri¬ 
can  workers  did  not  work  any  harder  in  1939 
than  they  did  in  1919,  although  output  per 
man  doubled  during  this  period.  The  greater 
output  was  the  result  of  machines  doing  the 
increased  work. 

When  we  fully  realize  the  central  position 
that  technology  and  production  machines 
play  in  industrial  output,  in  getting  the  work 
of  the  society  done,  we  can  grasp  the  over¬ 
riding  importance  of  technology  in  modem 
work. 

There  can  be  no  significant  analysis  of 
modem  work  without  recognizing  the  per¬ 
vasive  influence  that  technology  has  on  all 
its  aspects.2  Work  organizations  are  char¬ 
acterized  by  technological  behavior  systems 
governing  human  work.  We  have  also  seen 
that  the  power  structures  of  work  organiza- 
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CHART  10.2 

PRODUCTIVITY  IS  INCREASING 


Reprinted  with  permission  from  A.  J.  Jaffe  and  C.  D.  Stewart,  Manpower 
Resources  and  Utilization,  John  Wiley  &  Sons,  Inc.,  1951,  p.  236. 


tions  are  grounded  in  the  performance  of 
work  functions  that,  in  turn,  are  the  product 
of  the  technology  of  work.  Even  the  authority 
and  status  structures  of  work  organizations 
have  some  of  their  principal  features  de¬ 
termined  by  technology. 

MACHINES  AND  MEN — AN  EXAMPLE 

We  can  see  the  impact  of  technology  most 
vividly  by  examining  the  evolution  of  a  task 
that  has  retained  the  same  general  title  for 
centuries.  Weaving  is  a  common  occupation 
found  throughout  the  world.  Here  are  de¬ 
scriptions  of  three  stages  of  weaving. 

Weaving  is  the  crosswise  interlacing  of  at 


least  two  sets  of  parallel  fibers  or  threads  of 
any  kind.  The  interlacing  may  be  done  en¬ 
tirely  by  hand  if  reeds,  grasses,  leaves  or 
other  relatively  stiff,  short  fibers  are  to  be 
woven  into  grass  mats,  for  example.  This  is 
achieved  by  laying  the  warp  in  parallel  rows 
on  the  ground  or  on  lap  boards,  and  guiding 
the  weft  fibers  alternately  over  and  under  the 
warp  strands,  thus  locking  the  two  groups 
together. 

The  method  is  not,  however,  practical  for 
weaving  long  lengths  of  cloth.  Most  hand 
loom  weaving  is  done  on  a  frame  to  which 
the  warp  threads  are  attached  and  held  at  a 
suitable  tension  to  keep  them  in  an  even, 
parallel  position.  A  Navajo  weaver,  for  ex¬ 
ample,  uses  the  simplest  frame  for  holding 


the  warp  threads  as  he  weaves  a  blanket.  In 
this  way  the  weft  may  more  easily  and 
quickly  be  guided  into  place  either  with  the 
fingers  alone  or  with  the  aid  of  a  shuttle.  The 
shuttle,  which  may  be  merely  a  twig  or  thin 
stick,  holds  the  supply  of  weft  thread.  Each 
passage  of  the  weft  across  the  alternate  warp 
threads  is  called  a  shot  or  pick.3 

A  second  stage  in  the  improved  technology 
of  weaving  is  represented  in  an  early  Ameri¬ 
can  loom  where  a  mechanical  treadle  worked 
by  foot  power  is  used  to  separate  the  warp 
threads.  The  weaver  seated  on  a  long  wooden 
bench  in  front  of  the  loom,  pushes  back  with 
her  left  thumb  the  swinging  reed,  presses 
down  the  treadle,  thereby  drawing  apart  the 
warp  threads,  and  through  the  opening  thus 
formed  casts  from  right  to  left  the  wooden 
shuttle  that  holds  the  weft  thread.  The  shuttle 
through,  she  withdraws  her  thumb,  and  the 
reed  swings  forward,  driving  home  the  weft, 
the  process  being  reversed  for  the  passage 
of  the  shuttle  from  left  to  right. 

The  modern  power  loom  differs  from  the 
hand  loom  of  colonial  days  only  in  the  mul¬ 
tiplicity  of  parts  necessary  to  take  the  place 
of  the  human  hands  and  feet.  The  movements 
of  the  harnesses,  the  let-off  and  take-up  mo¬ 
tions  of  warp  and  cloth,  the  self-acting  temple 
which  regulates  the  width  of  the  cloth,  the 
fly  shuttles  and  drop  boxes  move  smoothly 
without  attention.  A  detector  acts  when  the 
bobbin  in  a  shuttle  is  empty,  and  causes  the 
magazine  to  pass  a  new  bobbin  to  the  waiting 


The  time-honored  way  of  primitive  peoples  in 
weaving  cloth.  Tewanaemtewa,  Hopi  Indian  of 
Shungopavy  village,  75  miles  north  of  Holbrook, 
Arizona,  is  working  at  a  blanket  loom. 

shuttle.  If  a  shuttle  leaves  its  race  and  plunges 
into  the  warp,  technically  called  a  “smash,” 
an  electric  stop  halts  the  loom  before  harm  is 
done.  The  breaking  of  warp  yams  is  also  de¬ 
tected  by  an  electrical  device.  The  drawing 
in  or  entering  is  still  done  by  hand.4 

The  evolution  of  the  power  loom  has 
simply  added  complex  parts  and  mechanisms 
to  take  the  place  of  hands  and  feet.  The  old 
operations  of  the  loom  are  present  but  they 
are  all  done  mechanically.  The  weaver  merely 
has  to  watch  the  machine.  In  the  power  loom 
pictured  one  man  can  tend  from  twenty-eight 
to  thirty-four  looms.  The  shuttle  makes  up 
to  162  trips  a  minute  through  the  warp. 

This  example  of  the  evolution  of  weaving 
should  make  clear  the  consequences  of  tech¬ 
nology  in  getting  work  done.  The  first  step 
from  complete  hand  work  was  to  use  addi¬ 
tional  human  energy  in  operating  the  warp 
separating  treadle  mechanism  by  foot  power. 
This  increased  the  speed  of  work,  but  re¬ 
quired  more  human  energy  to  gain  the  added 
output.  When  power  was  applied  to  weaving, 
and  the  machine  designed  to  utilize  non¬ 
human  motive  power  in  almost  all  its  opera¬ 
tions,  shuttle  speeds  were  increased  at  least 
six  times.  But  note  also,  a  single  operator 
could  now  attend  many  machines,  since  his 
principal  task  did  not  involve  physical  work, 
but  was  simply  to  watch  the  machines  for 
stoppages  and  breakdowns.  The  substitution 
of  non-human  motive  power  and  its  utiliza¬ 
tion  by  machines  have  increased  output  many 
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A  battery  of  modern  Automatic  Bobbin 
Changing  Dobby  Looms  making  gingham 
cloth.  There  are  twenty-two  looms  visible  in 
this  picture,  with  the  attending  weaver  at 
the  far  end  examining  one  of  them. 


times,  at  the  same  time  reducing  the  amount 
of  direct  expenditure  of  human  energy  and 
need  for  human  skill.  This  is  indeed  the 
miracle  of  modern  work  technology. 

SKILL  IS  MACHINE  ORIENTED 

It  is  perhaps  safe  to  suggest  that  the  dif¬ 
ference  between  the  craftsman  of  a  handicraft 
era  and  the  craftsman  of  a  machine  era  lies 
in  one  simple  fact.  The  handicraft  artisan  was 
specialized  in  terms  of  the  product  he  made. 
He  was  a  shoemaker,  a  tailor,  a  candlestick 
maker.  The  basic  hand  tools  with  which  he 
worked  had  relatively  little  specialization  for 
the  accomplishment  of  his  task.  Thus,  drills, 
hammers,  chisels,  knives,  and  the  like,  were 
to  be  found  in  almost  all  handicraft  opera¬ 
tions. 

The  modem  factory  artisan’s  skill  is  spe¬ 
cialized  with  respect  to  the  kinds  of  machines 
he  is  capable  of  using  and  working.5  Thus,  a 
roller  in  a  rolling  mill  gets  this  title  and  de¬ 
velops  his  skill  by  being  able  to  pass  hot  bil¬ 
lets  of  metal  repeatedly  through  giant  rolls 
until  the  heated  metal  takes  on  the  desired 
shape.  The  roller  is  an  exceptionally  skilled 


person  in  a  steel  or  brass  mill.  Yet  his  skill 
has  no  relationship  to  the  skill  of,  let  us  say, 
a  machinist  in  the  same  plant  who  is  capable 
of  operating  equipment  like  lathes,  milling 
machines,  drill  presses,  and  screw  machines 
with  high  precision,  having  the  ability  to 
translate  a  blueprint  into  reality  by  virtue  of 
his  skill  with  the  machines.  What  the  ma¬ 
chinist  knows,  and  the  kinds  of  skills  he  uses, 
are  not  the  same  as  what  the  roller  knows 
and  does.  The  significant  difference  between 
their  skills  and  abilities  lies  in  the  technical 
equipment  each  uses. 

We  can  conclude,  then,  that  the  introduc¬ 
tion  of  machine  technology  has  tended  to 
specialize  skill  according  to  machine  opera¬ 
tions  rather  than  in  terms  of  product.  In  this 
respect  the  handicraft  artisan  and  the  modern 
skilled  craftsman  are  markedly  different. 

NON-TRANSFERABILITY  OF  SKILLS 

Another  feature  of  machine  technology  is 
that  skills  tend  to  be  less  and  less  transferable 
from  one  kind  of  operation  to  another.6  This 
may  be  true  even  to  the  extent  of  specializa¬ 
tion  on  a  particular  kind  of  task  that  is  ac- 
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complished  on  one  make  of  machine.  For 
example,  it  is  common  to  train  bookkeeping 
machine  operators  on  a  particular  brand  of 
bookkeeping  machine.  It  is  often  difficult  for 
one  trained  on,  let  us  say,  a  Burroughs  book¬ 
keeping  machine  quickly  to  transfer  her  skill 
to  the  operation  of  a  National  bookkeeping 
machine.  Neither  of  these  bookkeeping  oper¬ 
ators,  in  turn,  would  be  very  useful  without 
intensive  re-training  in  doing  the  bookkeep¬ 
ing  operations  on  a  punch  card  system. 

Skill  specialization  according  to  task  or 
machine  reduces  transferability  of  the  skill  to 
another  operation  or  machine.7  This  has 
several  consequences.  First,  it  requires  more 
and  more  emphasis  on  job  training  for  specific 
tasks.  A  second  consequence  is  that  the  tasks 
themselves  come  to  be  highly  standardized  in 
order  to  facilitate  training,  among  other  things. 
Third,  workers  are  likely  to  place  relatively 
little  value  on  skill  because  of  its  ready  obso¬ 
lescence.  Fourth,  emphasis  on  machine  and 
process  skill  specialization  has  increased  con¬ 
siderably  the  general  problems  of  managing 
men.  More  men  doing  many  more  different 
tasks  place  greater  burdens  on  management 
to  coordinate  the  operating  diversity  coher¬ 
ently. 

TECHNOLOGY  AND  LABOR  SUPPLY 

It  is  one  of  the  characteristics  of  machine 
technology  of  the  past  hundred  and  fifty  years 
that  it  required  an  increasing  number  of  indus¬ 
trial  and  commercial  employees.  As  the  tech¬ 
nology  developed,  the  need  was  quickened  for 
a  supply  of  people  capable  of  manning  the 
technical,  industrial  positions  created. 

Machine  technology  requires  large  numbers 
of  people  in  its  development,  and  in  distribu¬ 
tion  of  the  goods  it  produces.  Throughout  the 
Western  world  the  major  source  of  labor  has 
been  agrarian  areas.  This  source  of  labor  gave 
a  particular  direction  to  the  design  of  the  tech¬ 
nology.  Work  positions  and  jobs  were  de¬ 
signed  to  utilize  relatively  unskilled  labor.8 

Under  these  circumstances  of  labor  supply, 
the  technology  moved  inevitably  in  the  direc¬ 
tion  of  simplifying  work.  Tasks  were  made  as 
simple  as  possible.  The  number  of  different 
tasks  that  an  individual  might  be  expected  to 


perform  was  also  limited.  Coupled  with  the 
large  demand  for  goods  and  the  consequent 
development  of  mass  production,  it  became 
possible  for  the  individual  to  specialize  on 
relatively  simple  tasks.  The  relatively  unskilled 
labor  supply  available  for  manning  industry 
led  to  the  conscious  design  of  machines  and 
production  processes  to  emphasize  the  low 
skill  levels  widely  utilized  in  industry  today. 

MASS  PRODUCTION  AND  STANDARDIZATION 

Mass  production  of  items  for  consumer  pur¬ 
chase,  coupled  with  standardization  of  the 
product  in  order  that  each  successive  con¬ 
sumer  could  expect  to  receive  substantially 
the  same  product,  led  to  stabilization  of  pro¬ 
duction  technology.  Stabilization  took  the  form 
of  insuring  that  each  employee  produced  pre¬ 
cisely  what  was  expected  of  him  with  mini¬ 
mum  individual  variation  permitted. 

There  has  been  a  vast  growth  of  inspection 
and  control  techniques  designed  to  insure 
minimum  variation  in  product.  Little  or  noth- 


Mass  production  requires  standardization.  Uniform- 
ity'is  built  into  the  production  process,  and  not  left 
to  the  skill  or  discretion  of  the  individual  worker. 
Here  two  men  are  tending  flat  glass  grinding  ma¬ 
chines  that  surface  continuous  sheets  of  glass. 
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ing  was  left  to  the  whim  or  initiative  of  the 
worker.  The  greatest  emphasis  was  placed  on 
standardization  of  his  product.  Control  and 
inspection  methods  have  played  an  important 
role  in  permitting  mass  production,  and  in 
broadening  the  markets  for  industrial  goods. 

Standardization  has  tended  to  operate 
against  the  assumption  of  initiative  on  the  part 
of  the  individual  worker,  or  the  exercise  of 


any  taste,  discretion,  or  judgment  about  the 
product  he  turns  out.  The  area  of  the  discre¬ 
tion  left  to  the  worker  came  more  and  more 
to  be  focused  on  the  amount  of  work,  not  the 
quality,  turned  out  in  a  given  time.9  Quality 
was  guarded  by  managerial  controls  incorpo¬ 
rated  in  standardized  production  processes, 
and  the  inspection  of  products  to  conform  with 
engineering  and  design  standards. 


SPECIALIZATION  OF  WORK 


We  are  now  going  to  examine  the  division 
of  labor  as  it  worked  out  in  actual  operations. 
We  are  concerned  here  with  how  the  techno¬ 
logical  division  of  labor  is  achieved. 

In  general,  the  division  of  labor  occurs  as 
a  consequence  of  three  distinctive  develop¬ 
ments:  (A)  specialization  of  tasks;  (B)  sub¬ 
division  of  tasks;  and  (C)  creation  of  new 
tasks.  We  will  first  analyze  specialization  of 
work. 

The  most  pervasive  division  of  labor  is  that 
among  specialized  functions.  This  is  obvious 
if  you  contemplate  your  daily  round  of  life. 
From  the  moment  of  arising  in  the  morning 
until  retiring  at  night,  great  areas  of  depen¬ 
dence  on  the  industry  of  other  people  are  evi¬ 
dent.  You  could  not  be  warm,  fed,  clothed, 
transported  to  and  from  work,  have  the  raw 
materials  to  work  on,  have  markets  for  dis¬ 
tributing  your  product,  without  a  host  of  other 
people  doing  highly  specialized  work  in  per¬ 
forming  these  tasks,  making  possible  your 
daily  life.  The  coal  miner,  farmer,  bus  driver, 
steel  worker,  railroad  man,  wholesaler,  re¬ 
tailer,  butcher,  baker,  and  light-bulb  maker- 
all  are  a  necessary  part  of  your  life  for  the 
services  that  they  perform  and  the  goods  they 
produce. 

One  of  the  primary  distinctions  between  a 
primitive  society  and  a  modem  one  is  that 
individuals  in  modem  societies  tend  to  special¬ 
ize  their  productive  activities.10  The  citizen  of 
a  primitive  society  will  grow  his  own  food  and 
process  it  for  eating;  will  make  his  own  clothes 
and  build  his  own  shelter;  will  manufacture 
his  own  tools;  and  fashion  his  own  musical 
instruments.  In  our  society  each  one  of  these 
tasks  tends  to  be  specialized  in  the  hands  of 


an  individual  or  group,  performing  the  tasks 
exclusively. 


SPECIALIZATION  AND  SOCIAL  STRUCTURE 

The  broad  specialization  of  labor  that  occurs 
society-wide  influences  the  occupational  and 
other  social  structures  of  a  society.  Most  of 
the  analyses  of  class  structure  of  modem  socie¬ 
ties  start  with  an  analysis  of  what  people  do. 
The  product  of  a  citizen’s  work  or  how  he 
does  it,  is  important  in  determining  where  he 
stands  in  the  society.11 

What  an  individual  does  often  determines 
his  relative  social  position.  Some  occupations 
come  to  be  valued  more  highly  than  others. 
Some  occupations  are  paid,  or  rewarded,  more 
highly  than  others.  Some  occupations  are  con¬ 
sidered  to  be  distasteful,  dishonorable,  or  both. 
Out  of  such  evaluations  of  what  people  do 
arise  evaluations  of  what  people  are,  and  what 
they  merit  in  the  way  of  social  standing  and 
esteem. 

Every  division  of  labor  based  on  specializa¬ 
tion  necessitates  a  complementary  bond  of 
dependence.  Every  specialization  implies  that 
the  special  activity  is  an  integral  part  of  a 
larger  whole. 

Specialization  of  work  has  the  major  conse¬ 
quence  of  building  important  ties  of  depen¬ 
dence  among  the  citizens  of  a  complex  society. 
We  are  likely  to  observe  the  nature  of  these 
ties  most  clearly  in  situations  of  stress,  or  in 
situations  in  which  the  normal  flow  of  goods 
and  services  is  disrupted.  Thus,  in  a  disaster, 
or  in  a  labor  strike  where  the  flow  of  goods 
and  services  is  temporarily  halted,  each  citi- 
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zen  becomes  acutely  aware  of  the  degree,  and 
pervasiveness,  of  his  dependence  on  a  host  of 
other  citizens  of  the  society. 

The  development  of  industrial  complexes, 
specialized  in  their  product,  or  products,  is 
another  direct  consequence  of  specialization 
of  functions  within  the  society.  We  find  that 
the  common  designation  of  an  industry  is 
based  on  the  product  it  turns  out:  for  example, 
the  steel  industry,  automobile  industry,  elec¬ 
trical  goods  industry,  machine  tool  industry, 
canning  industry,  clothing  industry,  and  so  on 
through  a  whole  list  of  industrial  complexes. 


SPECIALIZATION  AND  SOCIAL  COHESION 

For  the  person  the  social  specialization  of 
work  has  three  general  consequences.  (A) 
Each  individual  finds  his  place  in  a  class  struc¬ 
ture  to  be  a  consequence  of  the  specialized 
tasks  he  performs  in  the  broad  division  of 
labor.  (B)  Each  person  has  a  feeling,  how¬ 
ever  dimly  perceived,  of  the  dependence  that 
encircles  the  society  of  which  he  is  a  part.  He 
finds  that  his  own  specialized  work  can  be 
performed  only  if  a  host  of  other  people  per¬ 
form  theirs.  Everyone  especially  perceives  his 
dependence  on  others  in  situations  of  stress, 
or  disaster,  which  temporarily  stop  the  ex¬ 
pected  flow  of  goods  and  services.  (C)  Each 
person  comes  to  identify  his  productive  role 
with  an  industry,  or  an  industrial  or  commer¬ 
cial  complex. 

This  three-fold  relationship  of  the  person 
with  the  specialized  division  of  labor  in  society 
serves  to  give  him  a  point  of  anchorage  in  the 
productive  activities  of  the  society,  a  social  or 
class  position  within  the  general  structure  of 
the  society,  and  a  sense  of  symbiotic  depen¬ 
dence,  or  social  bond  with  the  other  citizens  of 
the  society.12 


SPECIALIZATION  IN  PRODUCTION  OPERATIONS 

Looking  at  actual  production  processes, 
rather  than  the  broad,  society-wide  division  of 
labor,  another  kind  of  specialization  of  work  is 
found.  For  example,  observe  the  dentist  in 
action.  Most  of  the  professional  activity  will 


be  carried  on  by  the  dentist  himself.  However, 
he  will  have  a  female  assistant  who  does 
simple  tasks  like  cleaning  teeth;  and  a  recep¬ 
tionist  who  also  contributes  to  the  perform¬ 
ance  of  the  dental  service,  although  indirectly. 
This  group  of  two,  three,  or  four  people  con¬ 
stitutes  the  team  that  provides  dental  services. 
This  team  is  in  constant  operation  whenever 
the  services  are  being  performed,  and  is  held 
together  by  the  basic  unity  of  the  operation  as 
each  contributes  to  it. 

In  the  factory,  a  similar  kind  of  specializa¬ 
tion  of  functions  occurs.13  Specialization  with¬ 
in  a  given  technology,  or  within  a  given  indus¬ 
try,  is  grounded  in  high  demand  for  the 
output.  If  the  demand  is  sufficiently  steady 
for  a  product  or  service,  it  is  then  possible  to 
employ  specialists  continuously  to  perform  in¬ 
dividual  tasks  in  a  cooperative  effort.  When, 
for  example,  the  demand  for  automobiles  is 
great  enough,  toolmakers  can  devote  them¬ 
selves  exclusively  to  their  operation;  die- 
makers  have  enough  work  to  spend  full  time 
making  and  repairing  dies;  and  a  host  of 
specialized  machine  operators  can  produce 
parts  that  are  put  together  by  other  operators 
called  assemblers,  into  the  finished  automo¬ 
bile.  If,  however,  only  one  or  several  auto¬ 
mobiles  were  produced  by  each  company  at  a 
time,  there  is  a  high  probability  that  only 
those  would  be  employed  who  were  all-around 
workers,  capable  of  doing  any  of  the  opera¬ 
tions,  and  usually  performing  them  in  the  man¬ 
ufacture  of  a  single  vehicle.  The  industrial  and 
commercial  division  of  labor,  as  it  works  out 
in  the  specialization  of  tasks,  is  the  product 
of  a  continuous  demand  for  products. 

From  the  standpoint  of  the  individuals  in¬ 
volved  in  technological  specialization  of  func¬ 
tions,  there  are  a  number  of  consequences. 
First,  there  is  a  growth  of  groups  of  specialists 
with  specific  vocational  or  occupational  out¬ 
looks.  The  designation  of  areas  of  work,  like 
tool  and  die  maker,  machinist,  or  set-up  man, 
provides  labels  for  permanent  and  lifetime 
careers.  Technological  specialization  leads  to 
the  development  of  technical  careers,  profes¬ 
sional  and  semiprofessional  pursuits. 

A  second  consequence  of  technological 
specialization  is  that  the  degree  of  expertness 
in  the  specialty  may  be  enhanced.  To  be  able 
to  concentrate  fully  on  being  a  diemaker  may 


178 


GETTING  WORK  DONE 


lead  to  a  higher  degree  of  skill  than  might 
otherwise  be  achieved.  If  a  worker  had  to 
make  and  repair  dies,  make  and  repair  tools, 
and  also  be  a  general  machinist,  there  is  every 
reason  to  believe  that  his  degree  of  skill  would 
not  be  as  great  in  the  diemaking  part  of  his 
performance.  Intense  concentration  on  a  spe¬ 
cialty  may  improve  skill.  To  the  individual 
there  may  be  a  great  deal  of  satisfaction  in 
highly  expert  performance. 

A  third  consequence  of  technical  specializa¬ 
tion  is  paradoxical  in  character.  It  seems  obvi¬ 
ous  that  each  specialist  would  recognize  his 
dependence  on  other  specialists  in  their  joint 
contribution  to  the  ultimate  product.  Yet  it 
tends  to  be  true  that  each  specialist  views  his 
particular  operations  with  undue  narrowness. 
This  has  often  been  referred  to  as  the  “trained 
incapacity”  of  the  specialist  to  perceive  or 
understand  the  operations  and  theory  that 
underly  other  specialties  tying  in  with  his  own. 
The  specialist  displays  a  narrowness  and  pro¬ 
vincialism  of  outlook.  This  creates  important 
problems  in  coordinating  the  division  of  labor 
among  specialists  incapable  of  understanding 
each  other. 

A  fourth  consequence  of  extreme  special¬ 
ization  of  tasks  is  to  limit  the  ability  of  the 
general  citizen  of  the  society  to  designate 
social  standing  or  class  position  in  terms  of 
occupational  titles.  When  a  broad  occupation 
like  journeyman  machinist  is  transformed  into 
specialties  like  set-up  man,  toolmaker,  die- 
maker,  machinist  A,  machinist  B,  and  ma¬ 
chinist  C,  it  becomes  increasingly  difficult  for 
citizens  to  place  individuals  carrying  one  of 
these  specialized  occupational  titles.14  Uncer¬ 
tainty  may  result  in  using  occupation  to  place 
an  individual  within  the  class  structure  of  the 
society. 

The  basis  for  classifying  people  according 
to  their  occupation  may  lead  to  a  whole  series 
of  indeterminacies  if  specialized  occupations 
are  not  clearly  understood  by  the  larger  com¬ 
munity.  When  this  development  occurs,  there 
is  a  strong  likelihood  that  recognition  of  class 
position  by  fellow  citizens  comes  increasingly 
to  be  the  result  of  industrial  rather  than  occu¬ 
pational  attachment.  Or  class  position  may  be 
assigned  according  to  very  broad  occupational 
categories  like  “white  collar”  and  “blue  col¬ 
lar.”15 


SPECIALIZATION  AND  ORGANIZATION 
STRUCTURE 

Management  usually  encourages  technical 
specialization,  in  the  prevalent  belief  that 
specialized  performance  of  a  single  task  is 
more  efficient  than  serial  performance  by  the 
same  people  of  related  tasks.  Much  of  what 
goes  under  the  name  of  “rational  administra¬ 
tion”  consists  of  working  out  adequate  and 
reasonable  work  specialties,  and  training  or 
hiring  people  to  fill  them,  There  is  constant 
pressure  in  organizations  further  to  specialize 
tasks  and  the  individuals  who  perform  them 


A  simple  example  of  a  specialized  job:  telephone 
installation  man  who  wires  and  connects  telephones 
to  the  service  line.  His  is  a  specialized  task,  com¬ 
pleted  in  all  its  phases  by  himself.  The  wide  range 
of  tools  and  equipment  he  uses,  including  the  truck 
in  which  he  travels,  is  shown. 

This  leads  to  a  curious  paradox.  Often 
specialists  are  incapable  of  operating  in  the 
higher  reaches  of  management  where  a  gen¬ 
eral  outlook  rather  than  a  special  outlook  is 
usually  required.  One  of  the  consequences 
has  been  the  multiplication  of  top  manage¬ 
ment  positions  at  and  near  the  vice-president 
level.  Even  vice-presidential  positions  are 
usually  highly  specialized  in  character.  Thus, 
the  vice-presidents  in  charge  of  finance,  pro¬ 
duction,  sales,  legal  aspects  of  the  firm,  public 
relations,  industrial  relations,  and  even  in 
charge  of  “happiness,”  represent  the  ultimate 
realization  of  specialization  in  the  highest 
reaches  of  management. 
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Specialization  of  work  within  the  technolo¬ 
gies  of  a  given  enterprise  represents  one  of 
the  fundamental  ways  by  which  rationality  is 
introduced  into  the  organization.  The  conse¬ 
quences  of  specialization  are  not  entirely  con¬ 
structive.  We  will  deal  in  detail  with  this 
problem  when  we  consider,  in  later  chapters, 
the  issues  of  coordinating  specialists  and  build¬ 
ing  cooperative  activities  out  of  their  diverse 
and  very  intensely  specialized  work. 

SPECIALIZATION  AND  TASK  UNITY 

In  general,  specialized  tasks  tend  to  retain 
a  wholeness  and  integrated  character  that 


make  them  complete  in  themselves.  The  tasks 
that  a  specialist  performs  tend  to  have  a  be¬ 
ginning  and  end  that  are  recognizable,  and 
that  define  the  limits  of  his  operations.  Further¬ 
more,  his  activities  may  be  highly  complex 
and  entail  a  great  deal  of  knowledge  and  train¬ 
ing  to  accomplish  them  successfully.  Finally, 
there  is  an  exclusiveness  that  attaches  to  the 
performance  of  specialized  work  making  it 
improbable  in  the  absence  of  a  given  individ¬ 
ual  that  anybody  but  a  comparable  specialist 
will  undertake  to  perform  his  tasks.  This  is 
partly  out  of  recognition  of  the  difficulty  of  a 
specialized  task,  and  partly  out  of  recognition 
of  the  exclusive  jurisdiction  that  the  specialist 
has  over  such  tasks. 


SUBDIVISION  OF  WORK 


Subdivision  of  work  is  based  on  quite  differ¬ 
ent  grounds  than  specialization.  Where  special¬ 
ization  leads  to  more  intensive  development 
of  skill  and  ability,  subdivision  leads  to  a 
limitation  of  skills  and  ability. 

The  general  drive  to  subdivide  work  is 
based  on  the  character  of  labor  supply,  and 
the  relative  lack  of  trained  personnel  in  mass 
labor  markets.  Employing  large  numbers  of 
people,  and  training  them  rapidly  for  tasks 
that  might  change  in  short  periods  of  time, 
necessitate  having  simple  tasks  for  which  the 
training  time  is  rather  short,  a  matter  often 
of  hours  and  usually  not  more  than  a  day  or 
two.  Subdivided  tasks  are  relatively  simple, 
and  therefore  can  be  learned  rapidly.16 

The  basic  objective  of  work  subdivision  is 
to  break  a  job  down  into  its  simple  component 
parts  and  distribute  these  task  parts  to  indi¬ 
viduals  who  perform  them  exclusively.  Work 
subdivision  necessarily  involves  two  related 
steps:  (A)  methods  for  integrating  subdivided 
tasks,  and  (B)  methods  for  controlling  out¬ 
put.  These  three  organization  features  provide 
a  basis  for  understanding  the  subdivision  of 
work. 

METHOD  OF  WORK  SUBDIVISION 

Subdivision  of  work  is  based  on  the  general 
assumption  that  all  tasks  can  be  divided  into 
objective,  component  parts.  These  parts  of 
tasks  are  identified  as  physical  or  bodily  move¬ 


ments.17  The  totality  of  movements  are  then 
analyzed  for  possibilities  of  improvement  by 
changing  the  kind  of  movements,  or  their 
grouping. 

When  task  activities  are  grouped  together 
in  some  organized  fashion,  it  is  usually  dis¬ 
covered  that  the  new  groupings  of  activities 
can  each  be  performed  by  different  persons  in 
sequential  operations.  The  other  alternative  is 
to  have  each  of  the  new  groupings  of  activi¬ 
ties  performed  by  the  same  person,  but  in  a 
new  and  preferred  sequence.  When  the  total 
task  is  broken  up  into  groups  of  activities  per¬ 
formed  by  different  persons  in  sequential 
operations,  we  have  work  subdivision.  This  is 
the  fundamental  feature  of  all  continuous  pro¬ 
duction  lines. 

Motion  study  methods  of  modem  job  analy¬ 
sis  play  an  important  part  in  determining 
work  subdivision.18  Each  operating  task  is 
analyzed  for  the  physical  movements  and  mo¬ 
tions  necessary  for  its  performance.  In  those 
tasks  in  which  some  degree  of  mental  effort 
is  required,  the  nature  of  this  mental  effort  is 
taken  into  account,  including  the  kinds  of 
discriminations  or  judgments  the  operator 
may  have  to  make  in  performing  his  task. 
Subdivision  leads  to  breaking  down  larger 
tasks  into  smaller  units  of  activity,  each  to  be 
handled  by  a  separate  individual. 

Work  subdivision  satisfies  the  requirements 
for  minimum  schooling  time  in  training  a  rela- 
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tively  unskilled,  or  ill-trained  work  force.  At 
the  same  time,  it  permits  reduction  of  operat¬ 
ing  costs,  since  it  is  assumed  that  subdivision 
increases  the  total  output  of  the  individual.19 
The  amount  of  time  lost  in  changing  from  one 
activity  to  another  is  minimized  if  the  worker 
does  not  need  to  change.  Thus,  the  subdivision 
of  work  minimizes  lost  motion  or  lost  time. 

The  subdivision  method  rests,  first  of  all, 
on  the  notion  that  tasks  can  be  rationally  de¬ 
scribed,  and  each  of  their  parts  carefully 
delineated.  Work  subdivision  also  depends  on 
the  assumption  that  more  complex  operations 
can  be  transformed  into  mechanical  or  ma¬ 
chine  activities,  thereby  relieving  the  operator 
from  the  need  for  concern  with  them.  Indeed, 
examination  of  subdivided  tasks  in  industry 
reveals  the  degree  to  which  it  is  really  a 
product  of  technology  and  machines  that 
largely  replace  the  uniquely  human  attributes 
of  choice  and  decision.  The  engineer  who  sub¬ 
divides  tasks  in  the  process  of  rationalizing  the 
production  scheme  is  dependent,  by  and  large, 
on  the  cash  investment  he  can  make  in  ma¬ 
chinery  and  tools  to  replace  human  skill, 
choice,  and  decision. 

The  engineer  looks  upon  the  human  being 
as  being  capable  of  controlled  movements  and 
intellectual  judgments.  An  important  motiva¬ 
tion  in  designing  subdivided  tasks  is  to  make 
the  most  continuous  use  of  these  human  facul¬ 
ties.  A  task  that  might  require  simultaneous 
use  of  both  hands  and  both  feet  may  not  rep¬ 
resent  a  rational  task  only  because  it  is  a  diffi¬ 
cult  physical  feat  to  accomplish.20  For  the 
engineer,  the  integrity  of  the  individual  as  a 
human  being  is  judged  largely  on  the  basis  of 
potential  conflict  in  demands  on  the  simul¬ 
taneous  exercise  of  human  faculties.  So  long 
as  the  engineer  cannot  anticipate  such  conflict, 
he  is  satisfied  that  the  tasks  which  he  has  built 
into  the  subidivision  of  work  are  perfectly 
compatible  with  the  human  being  as  a  physio¬ 
logical  mechanism.  It  is  this  physiological 
compatibility  that  is  the  touchstone  for  the 
engineer  in  designing  operating  tasks,  using 
the  subdivision  method. 

METHOD  OF  WORK  INTEGRATION 

Work  integration  is  a  necessary  and  obvious 
corollary  of  work  subdivision.  Subdividing 
tasks  is  breaking  down  a  larger  task  complex 


that  has  been  previously  performed  as  a  whole 
task  by  single  individuals.  In  the  process  of 
subdivision,  it  becomes  necessary  to  re-estab¬ 
lish  the  unity  that  had  formerly  been  achieved 
by  having  one  person  do  a  variety  of  different 
things  in  serial  order.  This  is  the  problem  of 
work  integration.21 

It  would  not  be  economical,  for  example, 
to  bore  a  hole  in  a  piece  of  metal,  and  then 
store  the  pieces  until  such  time  as  they  move 
to  another  operation  where  threads  are  cut  in 
the  hole.  The  need  for  multiple  handling  and 
storage  of  the  items  suggests  the  desirability 
of  having  the  bored  pieces  of  metal  move 
promptly  to  a  threading  operation,  and  hav¬ 
ing  the  two  activities  occur  immediately  in 
serial  order. 

We  see,  then,  that  in  subdividing  tasks  the 
engineer  is  faced  with  the  simultaneous  need 
of  putting  the  subdivided  work  steps  back  to¬ 
gether  in  some  kind  of  integrated  whole.  This 
leads  directly  to  linear  production  methods  in 
which  subdivided  activities  are  placed  in  order 
along  a  production  line,  and  are  performed 
one  right  after  another  in  a  continuous  and 
everflowing  sequence.22 

Integration  of  subdivided  work  requires 
that  the  amount  of  time  each  task  takes  should 
be  roughly  comparable  to  the  time  spent  on 
all  other  tasks.  There  are  variations  in  this 
general  principle  of  timing,  but  the  principle 
is  simple  in  its  basic  dimensions.  If  a  manu¬ 
factured  item  is  to  flow  continuously  along  a 
production  line,  then  each  stop  should  be 
neither  longer  nor  shorter  than  any  other  stop. 
Once  the  line  is  filled  with  moving  items  in 
various  stages  of  manufacture,  each  individual 
will  be  performing  a  task  which  takes  just  as 
much  time  as  all  other  tasks  on  the  line.  It  is 
obvious,  of  course,  that  some  variations  can 
be  introduced  in  this  scheme.  But  all  varia¬ 
tions  take  into  account  the  multiples  of  oper¬ 
ating  time  required  at  any  given  work  station. 

THE  ENGINEER  AND  WORK  SUBDIVISION 

The  kind  of  emphasis  on  technology  that 
derives  from  both  subdivision  and  integration 
of  work  tends  to  dehydrate  the  engineer’s  view 
of  the  work  situation,  focusing  him  only  on  its 
technological  aspects.23  From  this  standpoint, 
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human  operators  become  simply  cheap  ma¬ 
chines  whose  virtue  lies  only  in  the  fact  that 
they  are  less  expensive  to  employ  than  me¬ 
chanical  substitutes. 

The  engineer  is  concerned  largely  with  the 
physiological  limitations  on  task  performance 
of  human  operators.  Only  so  long  as  these  are 
genuine  limitations  is  the  engineer  at  all  inter¬ 
ested  in  the  human  operator  as  a  living 
organism. 

The  engineer  displays  his  “trained  inca¬ 
pacity”  as  a  production  specialist  when  he  de¬ 
signs  production  lines.24  The  rationality  with 
which  he  views  and  solves  his  technological 
problems  is  unquestioned.  The  human  being 
is  indeed  only  a  living  organism  and  can  be 
treated  as  such  from  the  standpoint  of  the 
design  of  a  technical  process,  particularly 
where  work  subdivision  is  used.  However,  this 
necessarily  ignores  the  human  qualities  of  the 
organism.  We  will  examine  below  some  of  the 
potential  and  actual  consequences  of  ignoring 
these  human  qualities  when  subdividing  work. 


METHOD  OF  WORK  CONTROL 


Control  of  work  is  necessary  when  tasks  are 
subdivided.  Control  of  work  means  this:  oper¬ 
ations  are  so  ordered  with  respect  to  each 
other  and  the  time  schedule  that  the  flow  of 
manufactured  items  through  the  production 
process  is  adequately  controlled  for  timing, 
quantity,  and  quality. 

Subdivision  of  work  requires  in  general  a 
more  rapid  flow  of  manufactured  items 
through  the  manufacturing  process.  Timing 
becomes  an  increasingly  important  aspect  of 
production.  A  second  and  equally  important 
consequence  of  high  speed  production  is  the 
need  for  controlling  quality.  If  items  can  be 
produced  on  a  cycle  of,  let  us  say,  one  per 
second,  then  a  machine  operating  for  several 
minutes  could  produce  120  defective  items  if 
the  machine  got  out  of  adjustment.  This  can 
lead  to  very  substantial  wastage  of  material, 
or  high  costs  in  reworking  defects. 

Work  control  operates  to  insure  organiza¬ 
tion  of  the  work,  maintenance  of  the  rate  at 


which  work  flows  through  the  production 
process,  and  uniform  quality  at  each  step  in 
the  process. 

Each  of  these  aspects  of  work  control  has 
highly  complex  technological  facets.  However, 
in  general  we  can  see  that  the  control  of 
speed  and  coordination  of  steps  in  the  line 
operation  are  problems  of  design  of  the  pro¬ 
duction  setup.  The  lay-out  of  work  stations, 
and  the  work  flow  between  work  stations  are 
essentially  problems  of  plant  layout  and  pro¬ 
duction  process  design.  They  are  primarily 
engineering  problems. 

Control  of  quality  has  a  number  of  aspects 
in  addition  to  the  control  of  speed  and  work 
flow.  The  control  of  quality  introduces  an 
additional  set  of  operations  into  the  produc¬ 
tion  process.  It  may  be  necessary  to  use  go, 
no-go  gauges  so  that  a  sampling  of  products 
in  process  can  be  tested  by  the  operator.  It 
may  be  necessary  to  institute  100  per  cent 
inspection  or,  at  some  points,  the  inspection 
process  may  be  built  directly  into  the  work 
flow  and  become  entirely  mechanical.  For 
example,  when  cartridge  cases  are  filled  with 
a  charge  of  powder,  each  case  is  put  on  an 
arm  which  is  a  long  spoke  of  a  wheel.  The 
wheel  revolves  between  two  fixed  stops.  If 
the  cartridge  case  is  too  light,  indicating  a 
shortage  of  powder,  the  spoke  will  rise  above 
its  fellows  and  the  cartridge  case  will  be 
knocked  off  by  the  top  stop.  If  the  cartridge 
case  is  too  heavy,  the  spoke  will  be  pressed 
down  below  its  fellows,  and  the  cartridge  case 
will  be  knocked  off  by  the  lower  stop.  This  is 
a  good  example  of  mechanical  process  inspec¬ 
tion  that  is  built  into  a  continuous  operation. 

The  quality  control  aspects  of  work  sub¬ 
division  illustrate  how  new  operations  are  de¬ 
veloped  in  the  person  of  inspectors  or  whole 
inspection  departments.  It  often  happens  that 
the  subdivision  of  tasks  can  seldom  be  a 
simple  division  of  a  complex  task  into  a  series 
of  simplified  tasks.  There  is  typically  involved, 
because  of  the  need  for  establishing  work  con¬ 
trol,  the  addition  of  at  least  new  control  func¬ 
tions  in  the  subdivided  task  complex.  It  may 
turn  out  that  more  people  are  required  when 
tasks  are  subdivided.  In  addition,  new  kinds  of 
people  with  new  kinds  of  skills  may  also  be 
needed  in  the  subdivision  of  work. 
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TYPES  OF  WORK  SUBDIVISION 

In  general,  there  are  two  different  types  of 
work  subdivision:  (A)  where  the  original  job 
complex  performed  by  a  single  person,  or 
small  group,  is  subdivided  into  component 
parts,  and  the  parts  distributed  to  separate 
individuals,  and  (B)  where  an  original  job 
complex  is  subdivided  technically  so  that  the 
new  tasks  are  not  the  same  as  the  components 
formerly  performed  in  the  integrated  opera¬ 
tion. 

In  simple  work  subdivision,  the  job  is 
taken  for  granted,  and  the  series  of  tasks  that 
were  performed  by  a  single  individual  are 
divided  into  parts  and  distributed  among  sev¬ 
eral  persons.  A  good  example  of  this  is  found 
in  welding.  Where  there  is  a  sufficient  volume 
of  work  to  be  performed,  it  is  common  to 
have  a  tack  welder,  whose  task  it  is  to  make 
temporary  and  periodic  welds  on  pieces  to  be 
joined  so  that  they  are  held  in  position  for  the 
finish  welder  to  lay  his  welding  bead.  There 
may  be  one  tack  welder  for  a  number  of 
finish  welders.  It  is  perfectly  feasible  for  the 
finish  welder  to  do  his  own  tack  welding  since 
it  requires  less  skill.  However,  it  may  turn  out 
to  be  desirable  in  the  interests  of  increased 
work  pace  to  subdivide  the  work  into  that  of 
tack  welder  and  finish  welder.  It  is  evident  here 
that  there  has  been  no  change  in  the  total  oper¬ 
ation.  It  is  simply  a  question  of  who  will  do  it, 
and  whether  or  not  the  degree  of  subdivision 
is  justified  by  the  more  rapid  flow  of  work. 

There  are  many  instances  in  which  the  orig¬ 
inal  job  complex  can  be  subdivided  and  dis¬ 
tributed  to  separate  individuals.  This  typically 
happens  where  the  same  kinds  of  instruments 
or  tools  are  used  in  all  the  related  operations 
in  a  job  complex.  Thus,  both  welders  use 
exactly  the  same  welding  equipment.  In  the 
case  of  a  sewing  operation,  the  same  kinds 
of  sewing  machines  may  be  used,  and  the 
work  is  simply  passed  from  one  operator  to 
another 'as  successive  tasks  are  performed  on 
a  garment. 

Subdivision  of  work,  without  changing  the 
tasks  involved  in  the  original  job  complex,  is 
a  relatively  simple  process.  It  has  to  meet  the 
single  criterion  of  whether  more  per  unit  of 
labor  cost  is  produced  than  was  true  when  it 
was  an  integrated  operation. 


Where  the  original  job  complex  is  subdi¬ 
vided  and  the  component  parts  are  not  the 
same  as  they  were  originally  additional  prob¬ 
lems  arise.  For  one  thing,  the  determination 
of  whether  to  go  ahead  with  subdivision  in- 


Simple  work  subdivision  shown  in  the  automobile 
final  assembly  line  very  close  to  the  drive-off  point. 
The  man  in  the  pit  is  tightening  a  bumper  bolt; 
the  man  leaning  into  the  car  is  checking  the  front 
seat;  and  the  barely  visible  man  on  the  far  side  is 
having  a  final  look  under  the  hood.  One  man  could 
do  all  of  these  tasks,  but  at  a  slower  sustained  speed. 

eludes  weighing  the  costs  of  the  additional 
tools  or  equipment  necessary  to  perform  the 
new  job  complex  by  different  methods.25  In 
general  the  subdivision  of  work  that  leads  to 
new  tasks  is  a  much  more  complex  process, 
requiring  a  great  deal  more  concern  with  costs, 
and  technology,  than  is  true  in  simple  subdivi¬ 
sion  of  work. 

A  good  example  of  technical  work  sub¬ 
division  is  illustrated  in  the  difference  between 
custom  molding  and  production  molding.  In 
custom  molding,  the  skilled  craftsman,  known 
as  a  molder,  takes  a  metal  form  and  partially 
fills  it  with  fine  sand,  tamping  the  sand  down 
to  firm  it.  He  then  takes  the  pattern  of  the 
piece  to  be  molded  and  sets  it  in  the  sand, 
filling  the  form  or  flask  to  its  brim.  After 
further  tamping,  and  levelling,  a  separation 
fluid  is  brushed  on  the  surface  of  the  sand. 
Then  the  upper  flask  is  put  in  place,  and  more 
sand  tamped  in.  Riser  and  gate  holes  are 
formed,  and  the  two  halves  of  the  flask  are 
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then  separated.  The  pattern  is  removed  and 
any  cores  needed  to  produce  inside  cavities  are 
set  in  place.  The  surface  of  the  molded  shape, 
now  exposed  with  the  pattern  removed,  is 
treated  with  a  special  liquid.  The  top  flask  is 
then  replaced  and  the  mold  is  ready  to  be 
poured  full  of  metal.  All  of  these  tasks  are 
done  by  the  same  man,  the  molder. 

In  production  molding,  each  step  is  done  by 
a  different  individual.  Starting  with  an  auto¬ 
matic  molding  machine  that  mechanically 
tamps  the  sand,  the  flask  moves  down  a  roller 
line  to  have  cores  set,  surfaces  sprayed,  the  two 
halves  of  the  flask  joined,  and  the  metal 
poured  at  the  end  of  the  line.  The  mold  may 
even  continue  through  a  cooling  room  and  be 
shaken  out  only  minutes  after  the  hot  metal 
was  poured  in. 

Only  where  long  runs  and  large  quantities 
of  relatively  small  cast  items  are  needed  does 
it  become  economical  to  substitute  a  produc¬ 
tion  molding  set-up  for  a  custom  operation. 
In  making  automobile  parts,  for  example,  pro¬ 
duction  molding  is  highly  economical.  It  will 
be  noted,  of  course,  that  the  subdivision  of 
work  on  the  production  line  changes  com¬ 
pletely  the  skills  necessary.  No  single  man  on 
the  line  has  the  total  skill  of  a  custom  molder. 


Furthermore,  there  is  actual  change  in  the 
technical  features  of  the  work,  most  notable 
being  the  substitution  of  the  molding  machine 
for  hand  tamping. 


Technical  work  subdivision  usually  involves  special 
production  processes  and  investment  in  new  equip¬ 
ment.  In  this  operation,  special  spray  painting 
equipment  and  spray  booth  are  used  because  the 
items  being  painted  are  produced  in  sufficient 
quantity  to  warrant  this  subdivided  task. 


NEW  WORK  TASKS 


Division  of  labor  may  result  from  establish¬ 
ing  fundamentally  new  technologies.  A  ma¬ 
chine  may  replace  another  to  produce  similar 
items,  but  the  kind  of  skill  required  to  operate 
the  new  machine  may  shift  significantly.  For 
example,  when  the  Linotype  replaced  hand 
type  setting,  the  printers  who  set  type  by  hand 
had  to  learn  an  entirely  new  technology  in 
order  to  qualify  as  Linotype  operators.  The 
Linotype  really  required  new  skills  that  had 
not  previously  existed.  At  the  same  time,  the 
use  of  Linotypes  did  not  wholly  supplant  hand¬ 
setting,  for  in  many  cases  the  larger  “display” 
type  is  still  set  by  hand. 

It  is  one  of  the  fundamental  characteristics 
of  the  new  Industrial  Revolution  through 
which  we  are  presently  going  that  it  gives  rise 
to  the  invention  of  many  new  skills  that  had 
not  previously  existed.  We  are  destined  to  see 


the  rapid  obsolescence  of  many  skills  and  their 
replacement  by  newly  created  ones.26 


TYPES  OF  NEW  WORK  TASKS 

There  are  two  types  of  new  work  tasks:  (A) 
where  the  development  of  a  technology  creates 
an  entirely  new  set  of  tasks  not  previously  per¬ 
formed,  and  (B)  where  the  development  of 
technology  substitutes  new  operations  in  ful¬ 
filling  the  same  production  functions. 

Much  of  modem  technology  involves  the 
creation  of  entirely  new  tasks  not  previously 
performed.  Generally  there  are  limitations  on 
the  extent  to  which  old  methods  and  old  forms 
of  production  can  be  improved  and  perfected. 
The  basic  advances  in  industrial  technology 
come  as  a  consequence  of  new  inventions  and 
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processes  completely  supplanting  the  old.  In¬ 
vention  of  new  production  processes  is  essen¬ 
tially  a  consequence  of  advances  in  knowledge, 
and  the  application  of  basic  scientific  dis¬ 
coveries  to  industrial  production.27 

The  general  motivation  for  introducing  en¬ 
tirely  new  technologies  is  the  desire  to  apply 
the  rapidly  growing  body  of  scientific  knowl¬ 
edge.  The  context  of  these  motivations  is  a 
general  notion  of  progress.  It  is  not  specifically 
related  to  a  given  operation,  product,  or  fac¬ 
tory.  The  impetus  for  basic  technological  in¬ 
novation  is  seldom  derived  directly  from  oper¬ 
ating  problems.  It  has  its  roots  in  the  attitudes 
of  the  society  to  experiment,  to  be  imaginative 
in  the  creation  of  new  technologies.  Develop¬ 
ments  on  the  frontier  of  science  are  used  to 
create  new  products,  and  to  revolutionize  the 
manufacture  of  old  products.  This  point  is  im¬ 
portant  to  note.  It  is  clear  that  the  obsolescence 
of  a  skill  as  a  consequence  of  entirely  new 
technologies  may  be  exceedingly  important  to 
the  individual  whose  skill  is  abandoned,  and 
he  may  react  personally  to  the  situation.-  The 


Making  a  final  test  and  inspection  of  a  Klystron 
electronic  tube.  The  product  is  new  and  much  of  its 
testing  equipment  had  to  be  specially  designed.  This 
operator  learned  a  special  set  of  skills  in  order  to 
fill  this  job. 


HUMAN  CONSEQUENCES 

We  have  noted  that  in  the  engineering  view 
of  the  subdivision  of  work,  the  human  being 
is  viewed  essentially  as  a  physiological  or- 


reason  for  his  being  thrown  upon  the  indus¬ 
trial  scrapheap  is  not  the  consequence  of  the 
malice  of  management,  or  the  desire  to  hurt 
him  personally. 2S 

The  development  of  new  technologies  can 
be  seen,  for  example,  in  the  metals  field  where 
the  newer  metals  like  aluminum  and  mag¬ 
nesium,  requiring  quite  different  technologies 
in  their  production,  have  been  developed  to  a 
high  degree  and  are  seriously  competing  with 
the  older  and  more  common  metals  like  iron 
and  copper  and  their  alloys.  At  the  time  of  this 
writing  a  new  solid  fuel  has  just  been  an¬ 
nounced.  It  will  replace  petroleum  products  for 
jet  and  missile  propulsion.  The  fuel  is  made 
from  borax,  and  although  manufacturing  de¬ 
tails  are  secret,  it  is  safe  to  assume  that  the 
production  technology  is  unique. 

The  second  general  form  that  creation  of 
work  tasks  takes  is  the  replacement  of  old 
tasks  by  entirely  new  ones  that  fulfill  the  same 
functions.29  In  simpler  cases  like  clerical  work, 
for  example,  the  hand  posting  of  ledgers  may 
be  supplanted  by  machine  posting,  and  this  in 
turn  may  be  succeeded  by  a  punchcard  system, 
which  is  designed  on  an  entirely  different  prin¬ 
ciple.  The  hand-poster,  the  machine-poster, 
and  the  punchcard  operator  really  do  quite 
different  activities,  and  for  all  intents  and  pur¬ 
poses  are  performing  quite  different  tasks.  Yet, 
their  functions  are  identical— to  keep  a  set  of 
ledgers,  important  in  the  conduct  of  the  busi¬ 
ness.  Often  the  changes  in  tasks  created  by 
technical  developments  are  very  great,  and 
the  old  operators  may  not  be  really  competent 
to  undertake  the  new  tasks. 

The  major  human  consequences  of  new 
tasks  are  to  make  obsolete  and  obsolescent 
certain  skills,  creating  new  jobs  at  the  same 
time.  In  individual  instances,  the  worker  whose 
job  is  no  longer  necessary  may  face  very  severe 
readjustments  in  order  to  find  another  job.  At 
the  same  time,  those  seeking  work  may  find 
a  real  opportunity  to  develop  a  career  in  the 
new  tasks  that  have  been  developed  out  of 
new  technologies. 

OF  DIVISION  OF  LABOR 

ganism.  The  limits  to  which  subdivision  of 
labor  can  be  carried  are  a  consequence  of  this 
narrow  consideration  of  the  human  being. 
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When  we  take  into  account  the  social  aspects 
of  the  human  organism,  we  discover  that  there 
may  be  additional  important  limitations  on 
division  of  labor.30 

REPETITION  AND  MONOTONY 

Repetition  of  task  typically  accompanies 
the  breakdown  of  more  complex  tasks  into 
simpler  parts.  What  the  subdivision  achieves 
is  limitation  in  number  and  complexity  of 
task  activities  with  a  consequent  increase  in 
their  repetition. 

There  has  been  a  long  record  of  research  on 
the  impact  of  work  repetition  on  human  be¬ 
ings.31  The  evidence  is  by  no  means  conclusive. 
Repetitiveness  of  the  tasks,  together  with  the 
monotony  that  it  is  likely  to  engender,  has  at 
least  the  following  consequences  for  workers. 

First,  the  task  itself  comes  to  be  viewed  as 
a  mechanical  activity  having  relatively  little 
emotional  or  symbolic  value.  The  worker  finds 
little  basis  for  attaching  his  sentiments  to  his 
work.  As  a  consequence,  the  work  itself  has 
very  little  meaningful  content  to  him.  It  seems 
improbable  that  a  worker  can  become  highly 
excited  and  interested  over  a  long  period  of 
time  in  the  continual  tightening  of  bolt  number 
63  on  a  moving  sub-assembly  that  passes  be¬ 
fore  him  at  the  rate  of  30  a  minute.  Thus,  one 
of  the  first  consequences  of  work  subdivision  is 
to  provide  a  basis  for  alienating  the  worker 
from  his  work.  He  finds  no  grounds  on  which 
to  feel  attached  to  his  work  out  of  a  sense  of 
pride  in  workmanship,  or  out  of  the  challenge 
that  is  likely  to  arise  in  connection  with  per¬ 
forming  varied  and  sometimes  difficult  tasks.32 

A  second  consequence  of  the  monotony  of 
work  isLthe  opportunity  which  repetition  pro¬ 
vides  for  reverie  and  “letting  the  mind  run 
away.”  The  very  minimal  involvement  re¬ 
quired  of  the  worker’s  attention  permits  him 
to  perform  his  activities  with  his  interests 
focused  elsewhere.33  The  extent  to  which  the 
attention  of  workers  can  be  completely  di¬ 
vorced  from  their  work  can  be  noted  in  the 
conversations  that  occur  on  assembly  lines. 
On  grounds  of  a  basic  lack  of  emotional  at¬ 
tachment  to  his  work,  and  the  opportunities  it 
provides  for  non-working  behavior  on  the  job, 
the  worker  is  likely  to  be  alienated  from  his 
work  as  a  source  of  satisfaction. 


The  continuous  strip  mill  produced  a  major  techno¬ 
logical  revolution  in  the  steel  industry.  It  increased 
output  many  times,  at  the  same  time  displacing 
thousands  of  workers.  Part  of  the  continuous  strip 
mill  involves  passing  the  strip  steel  through  an  acid 
bath  as  a  "pickling"  process  to  remove  oxidized 
scale  before  the  steel  goes  to  the  cold  rolling  mill  to 
be  reduced  to  its  final  thickness.  This  operator 
controls  the  rate  at  which  the  ribbon  of  steel  is  fed 
into  the  acid  bath. 

FRAGMENTS  VS.  UNITY  IN  WORK 

A  second  human  consequence  of  the  sub¬ 
division  of  work  is  the  worker’s  relative  feeling 
of  incompleteness  about  his  job.  It  has  been 
noted  by  Walker  and  Guest  and  others,  in 
their  studies  of  industrial  workers,  that  there 
is  an  almost  nostalgic  concern  with  having 
the  opportunity  to  do  a  complete  thing,  or 
produce  a  complete  item  at  some  time.34  The 
worker  clearly  recognizes  that  he  is,  in  fact,  a 
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cog  in  a  machine.  Out  of  lack  of  a  sense  of 
wholeness  about  his  work,  the  worker  comes  to 
recognize  that  his  particular  job  has  relatively 
little  subjective  meaning  in  a  final  product 
that  may  be  very  remote  and  difficult  to  per¬ 
ceive. 

In  psychological  terms  it  can  be  said  that 
there  is  lack  of  closure  on  the  part  of  the 
worker,  so  that  he  fails  to  see  his  role  in  an 
integrated  operation.  As  a  consequence  there 
may  result  indifference  to  the  work,  indif¬ 
ference  to  the  quality  of  the  work,  and  a  focus 


On  the  chassis  assembly  in  an  automobile  plant, 
this  worker  does  five  operations.  Here  he  is  con¬ 
necting  the  exhaust  pipe  to  the  manifold  with  a 
power  driven  wrench  that  hangs  convenient  to  the 
work  spot  where  he  needs  it.  Walker  and  Guest 
report  that  similar  workers  in  an  automobile  as¬ 
sembly  plant  openly  express  a  wish  for  the  oppor¬ 
tunity  to  put  together  an  entire  automobile,  not 
just  fragments  of  it. 


on  means  as  ends  in  themselves.  When  the  end 
product  is  either  difficult  to  see,  or  so  complex 
that  the  individual  input  into  the  product  is 
hidden  or  disguised,  attention  is  likely  to  shift 
to  the  instrumental  aspects  of  the  work  rather 
than  its  goal  aspects.  A  worker  may  become 
preoccupied  with  keeping  his  work  place  clean 


because  this  is  necessary  in  fulfilling  his  par¬ 
ticular  task.  But  the  more  he  thinks  about  his 
work  the  more  it  seems  to  become  only  a 
matter  of  keeping  his  work  place  clean,  rather 
than  really  turning  out  the  products  for  which 
he  is  responsible.  The  instrumental  aspects  of 
work  become  ends. 

In  general,  it  can  be  suggested  that  the  sub¬ 
division  of  labor  tends  to  make  the  final  prod¬ 
uct  so  remote  from  the  particular  task  as  to 
further  alienate  the  worker  from  his  work.  It 
has  been  shown,  for  example,  in  the  case  of 
a  number  of  companies  that  have  queried  their 
workers  as  to  the  products  turned  out,  that 
there  is  a  high  rate  of  ignorance  even  as  to  the 
basic  products  the  firm  produces. 

Subdivision  of  work  tends  to  leave  the 
worker  indifferent  to  the  small  contribution  he 
makes  to  a  larger  whole.  Without  any  further 
attempt  on  the  part  of  management  to  make 
clear  the  relationship  to  the  final  product,  the 
worker  is  likely  to  find  himself  highly  indiffer¬ 
ent  to  it. 


FATIGUE  AND  WORK  PACE 

A  third  and  equally  important  human  con¬ 
sequence  of  the  subdivision  of  tasks  results 
from  the  methods  of  work  control.  The  degree 
to  which  individual  behavior  results  from  tech¬ 
nological  requirements  is  emphasized  when 
there  is  need  for  control  of  speed,  quantity,  and 
quality  of  output  in  subdivided  work.  In  regu¬ 
lar  line  production  it  may  reach  the  point 
where  the  individual  is  not  even  free  to  leave 
the  line  for  matters  of  personal  necessity  un¬ 
less  and  until  he  has  been  replaced  by  a  relief 
operator. 

The  sense  of  being  tied  to  an  impersonally 
operating  and  mechanically  determined  work 
tempo  and  pace  tends  further  to  emphasize  the 
machine-like  aspects  of  work.  Those  studies 
that  have  been  made  of  the  effect  of  measured 
pace  on  workers  seem  to  indicate  that  the  ob¬ 
jection  is  not  basically  to  an  over-extended 
physical  demand  on  the  body,  but  rather  to 
the  lack  of  variation  and  personal  control  of 
work  pace.  This  is  particularly  true  in  the 
objections  that  workers  often  express  to  the 
fact  that  they  cannot  themselves  vary  the  pace 
at  which  they  operate.35 
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OUTPUT  STANDARDS  AND  EXCEPTIONAL 
PERFORMANCE 

Steadiness  of  pace  has  still  another  effect 
which  is  an  unplanned-for  consequence  of 
work  control.  In  the  interests  of  keeping  a 
steady  rate  of  output,  and  minimizing  varia¬ 
tions  in  quality,  the  control  standards  have  to 
have  both  a  maximum  and  a  minimum  level. 
Consequently,  in  subdivided  tasks,  there  is 
likely  to  be  little  opportunity  for  exceptional 
perfomance  by  an  individual  above  and  be¬ 
yond  the  maximum  requirements  for  his  task. 

Consequently,  management  is  faced  with 
the  need  for  setting  upper  limits  on  output  and 
upper  limits  on  performance  as  well  as  lower 
limits.  This  of  course  does  not  accord  with 
the  typical  management  exhortations  for  max¬ 
imum  output  by  individuals.  It  can  be  seen 
here  that  the  requirements  of  the  technology 
supersede  the  requirements  of  morality  in  the 
situation.  Management  faces  the  interesting 
dilemma  of  how  to  keep  up  the  moral  pressure 
to  produce  at  a  high  rate  in  a  situation  where 
the  top  limits  of  production  are  determined 
necessarily  by  technical  interests. 

In  those  situations  where  the  technology 
sets  upper  limits  on  output,  individuals  may 
still  manage  in  rather  limited  cases  to  show 
exceptionally  high  output  above  and  beyond 
the  maximum  limits.  However,  under  these 
circumstances  the  worker  typically  takes  his 
reward  in  the  form  of  increased  leisure.  For 
example,  the  worker  may  be  able  to  build  up 
a  “bank”  ahead  of  the  production  line,  and 
slack  off  for  a  period  of  time  until  his  bank 
has  been  used  up. 

It  is  interesting  to  note  that  typically  man¬ 


agement  does  not  want  to  know  about  these 
things.  Workers,  of  course,  usually  hide  such 
exceptional  performance  from  management. 
The  reason  management  is  relatively  uninter¬ 
ested  in  the  opportunities  for  such  outstanding 
performance  is  that  should  it  become  the 
standard,  then  the  whole  line  has  to  be  rede¬ 
signed  in  order  that  the  flow  of  work  may  be 
speeded  up  to  satisfy  the  rate  of  output  of  the 
maximum  operation.36  In  the  end  there  may  be 
involved  a  great  deal  of  technological  change 
and  a  great  deal  of  restudy,  and  sometimes  re¬ 
tooling,  in  order  to  bring  the  total  unit  up  to 
the  level  of  the  fastest  subdivided  task  within 
it.  This  constitutes  one  of  the  significant,  dif¬ 
ficult  problems  for  mechanical  engineers  in 
designing  production  processes. 

For  example,  on  a  highly  efficient  foundry 
production  line,  the  author  has  heard  en¬ 
gineers  asserting  that  they  had  hundreds  of 
additional  technological  changes  they  wanted 
to  introduce.  Their  main  problem  was  not  to 
find  these  individual  changes  that  would  im¬ 
prove  the  rate  of  output  or  lower  the  unit  cost. 
Their  problem  was  to  figure  out  how  to  in¬ 
corporate  each  change,  and  the  correlating 
changes  that  it  necessitated.  For  in  accordance 
with  the  need  for  work  integration,  the  pro¬ 
duction  unit  is  always  affected  when  any  of 
its  parts  is  changed. 

There  are  important  pressures  on  those  who 
manage  production  lines  to  minimize  the 
changes  at  any  point  once  the  subdivided  tasks 
have  been  integrated  into  an  operating  unit. 
The  delicate  balance  of  an  operating  unit  may 
be  severely  distorted  and  disturbed  if  unto¬ 
ward  production  on  either  the  high  or  low 
side  is  obtained  at  any  point  in  the  work  com¬ 
plex. 


WORKERS  AND  TECHNOLOGY 

Highly  complex  integrated  production  units  becomes  limited,  it  may  be  important  to  con- 
are  delicately  balanced  systems.  To  make  a  sider  whether  or  not  the  subdivision  of  func- 
production  unit  too  complex  may  build  rigidi-  tions  has  been  carried  too  far. 
ties  into  it  that  make  it  less  susceptible  to  In  general,  it  should  be  pointed  out  that  the 

further  change  and  further  improvement.  subdivision  of  work  has  as  one  of  its  major 

Therefore,  one  of  the  limits  on  additional  sub-  consequences  the  reduction  of  importance  of 

division  of  tasks  may  well  be  the  cost  of  mak-  work  itself  as  a  center  of  interest  for  workers, 

ing  further  change  once  the  production  unit  The  job  simply  does  not  provide  significant 

is  established.  When  flexibility  in  operations  meaning  and  value  to  the  individual.  The 
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worker  finds  it  difficult  to  attach  himself  to 
work  as  a  central  feature  of  his  life.37 

Specialization  of  work  has  largely  positive 
human  consequences.  It  does  not  threaten  the 
integrity  of  the  human  personality,  but  rather 
tends  to  support  it.  Subdivision  of  work,  on 
the  other  hand,  reduces  man  to  the  lowest  so- 

NOTES  FOR 

1  Some  general  perspective  on  industrial  tech¬ 
nology  can  be  gained  from  the  following  sources: 
S.  Giedion,  Mechanization  Takes  Command  (Lon¬ 
don:  Oxford  Univeristy  Press,  1948);  Harry  Jerome, 
Mechanization  in  Industry  (New  York:  National 
Bureau  of  Economic  Research,  1934);  Emil  Lederer, 
“Technology,”  in  Encyclopaedia  of  the  Social 
Sciences,  14:553-560;  L.  L.  Lorwin  and  J.  M.  Blair, 
“Technology  in  Our  Economy,”  United  States  Con¬ 
gress,  Temporary  National  Economic  Committee, 
“Investigation  of  Concentration  of  Economic  Power, 
Monograph  No.  22  (Washington:  Government 
Printing  Office,  1941);  and  A.  P.  Usher,  A  History 
of  Mechanical  Invention  (New  York:  The  Mac¬ 
millan  Company,  1929). 

2  As  Chapter  7  points  out,  a  central  theme'in  the 
rational  management  of  business  enterprises  is  the 
application  of  modern  technology  to  operations.  In 
the  European  literature  the  application  of  technology 
is  given  the  name  “rationalization”  which  is  most 
descriptive  of  scientific  management.  See  for  ex¬ 
ample  C.  S.  Myers,  Business  Rationalization  (Lon¬ 
don:  Pitman,  1932). 

3  Adopted  from  H.  J.  Brown,  “Weaving,  Hand 
Loomed,”  Encyclopedia  Americana,  29:136  (1953 
edition) . 

4  Adopted  from  M.  S.  Woolman  and  E.  B.  Mc¬ 
Gowan,  Textiles  (New  York:  The  Macmillan  Com¬ 
pany,  1943),  p.  53. 

5  This  point  was  given  particular  emphasis  by 
Hyacinthe  Dubreuil,  Standards  (Paris:  B.  Grasset, 
1929). 

6  Cf.  U.  S.  Department  of  Labor,  Bureau  of 
Labor  Statistics,  “Productivity  of  Labor  and  In¬ 
dustry,  Technological  Changes  and  Labor  Displace¬ 
ments,”  Bulletin  616  (Washington:  Government 
Printing  Office,  1936). 

T  A  good  general  reference  dealing  with  this 
point  is:  Mary  Fledderus  and  Mary  Van  Kleek, 
Technology  and  Livelihood:  An  Inquiry  Into  the 
Changing  Technological  Basis  for  Production  as 
Affecting  Employment  and  Living  Standards  (New 
York:  Russell  Sage  Foundation,  1944). 

8  This  is  one  of  the  major  conclusions  in  the 
pioneering  study  of  the  effects  of  industrialization  on 
under-developed  areas,  W.  E.  Moore,  Industrializa¬ 
tion  and  Labor:  Social  Aspects  of  Economic  Devel¬ 
opment  (Ithaca:  Cornell  University  Press,  1951); 
see  also  his  “Labor  Attitudes  toward  Industrializa- 


cial  common  denominator.  It  alienates  man 
from  industrial  work.  New  technologies  may 
either  further  specialization  of  work  or  further 
its  subdivision.  In  the  next  chapter  we  will  give 
special  attention  to  the  influences  of  automa¬ 
tion  on  man’s  relations  to  his  work. 
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We  are  likely  to  think  of  automation  as  push  button  production.  Actually,  in  true  auto¬ 
mation  even  the  human  hand  is  removed  from  the  push  button,  and  electronic  controls  take 
command.  This  picture  shows  the  control  board  on  a  petroleum  pipeline. 
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AUTOMATION  AND  HUMAN  RELATIONS 


A 

/ \utomation  is  a  new  form  of  industrial 
technology.  The  central  human  issue  in  auto¬ 
mation  is  this:  will  automation  of  production 
processes  result  in  specialization  or  subdivision 
of  work  assignments? 

When  automation  results  in  greater  speciali¬ 
zation  of  work,  people  can  tolerate  working  in 
automated  factories  and  offices,  with  very  much 


of  the  same  social  environment  that  now  exists 
in  work  organizations.  Should  automation  lead 
to  more  subdivision  of  work,  then  most  as¬ 
suredly  we  need  to  invent  new  kinds  of  social 
structures  for  organizations  to  make  it  pos¬ 
sible  for  human  beings  to  work  in  them. 

The  answers  to  this  basic  alternative  are 
still  being  sought.  We  have  some  evidence,  and 
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a  lot  of  opinion  to  guide  us.  The  evidence, 
however,  is  not  conclusive.  This  chapter, 
therefore,  is  partially  speculative  in  character 
because  no  one  has  yet  demonstrated  une¬ 
quivocally  the  consequences  of  automation  for 
working  behavior.  It  is  nevertheless  essential 
to  analyze  automation,  for  its  revolution  in 
industrial  technology  is  already  upon  us. 

There  are  two  basic  objectives  of  the  chap¬ 


ter.  We  first  want  to  make  clear  what  is  meant 
by  automation.  We  then  want  to  see  what  au¬ 
tomation  does  to  work  assignments.  In  satis¬ 
fying  this  second  objective,  we  will  examine 
the  impact  of  automation  on  actual  work  oper¬ 
ations;  on  the  skills  and  training  needed  in 
the  labor  force;  and  on  the  nature  of  manage¬ 
ment  functions. 


AUTOMATION:  THE  SECOND  INDUSTRIAL  REVOLUTION 


The  original  Industrial  Revolution  saw  the 
substitution  of  machine  power  for  human 
power.  This  was  accomplished  by  applying 
steam  power  to  mechanical  equipment  used 
for  turning  fibers  and  metals  into  useable 
products.  Much  industrial  machinery  for  pro¬ 
ducing  goods  followed  very  closely  in  design 
the  production  equipment  used  in  the  preced¬ 
ing  handicraft  era.  The  major  difference  ini¬ 
tially  was  to  substitute  steam  power  for  human, 
water,  wind,  and  animal  power. 

The  subsequent  evolution  of  production 
equipment  took  the  general  form  of  building 
machines  that  included  the  human  operator 
as  an  essential  part  of  the  cycle  of  operations. 
The  first  stage  in  early  production  equipment 
was  one  in  which  output  was  speeded  up  with 
steam  power,  still  using  basic  handicraft  tech¬ 
nology.  Things  could  be  done  faster  with  out¬ 
side  sources  of  power.  Therefore,  the  human 
operator  could  turn  out  more  goods  per  unit 
of  working  time. 

The  second  stage  in  the  evolution  of  pro¬ 
duction  equipment  came  when  machines  were 
designed  to  operate  with  very  small  tolerances 
allowed  in  the  variation  of  dimensions  of  fin¬ 
ished  products.  This  was  achieved  by  designing 
precision  into  the  equipment,  rather  than  leav¬ 
ing  it  in  the  hands  of  the  operator.  With  the 
development  of  greater  speed  and  greater  pre¬ 
cision,  the  principal  features  that  distinguish 
the  first  Industrial  Revolution  from  the  pre¬ 
ceding  handicraft  era  were  firmly  established. 
Further  developments  in  industrial  technology 
emphasized  greater  speed,  higher  precision,  or 
both. 

The  second  Industrial  Revolution,  which 
has  been  named  “automation”  by  John  Die- 
bold,  is  based  on  the  fundamental  assumption 


that  the  human  operator  can  be  eliminated 
from  the  production  cycle  as  an  essential  link 
in  getting  work  done.1  Automation  permits 
the  substitution  of  what  Louis  Ridenour,  the 
physicist,  calls  “information  machines”  for  the 
human  operator.2  The  second  Industrial  Revo¬ 
lution,  then,  involves  the  displacement  of  men 
as  controllers  of  the  production  process,  by 
machines  that  can  exercise  this  control.  In¬ 
deed,  in  some  instances  control  can  be  exer¬ 
cised  more  adequately  by  machines  than  by 
human  operators,  especially  where  extremely 
high  speed  controls  are  necessary. 

In  the  broadest  terms,  therefore,  we  can 
view  automation  as  finally  freeing  production 
equipment  from  dependence  on  human  oper¬ 
ators.  The  first  Industrial  Revolution  changed 
the  form  of  working  behavior  for  the  human 
machine  operator,  but  throughout  the  whole 
development  of  our  subsequent  technology  we 
have  consciously  designed  the  human  operator 
into  the  production  processes  as  an  essential 
controlling  machine,  indeed,  the  only  generally 
available.  The  second  Industrial  Revolution, 
through  automation,  eliminates  the  direct  con¬ 
trol  of  output  by  human  operators.  The  first 
Industrial  Revolution  sharpened  man’s  intel¬ 
lectual  faculties  as  these  were  applied  to  in¬ 
dustrial  output.  The  second  Industrial  Revolu¬ 
tion  eliminates  the  need  for  man’s  intelligence 
in  direct  operations,  substituting  machines  that 
are  equal  to  or  better  than  man’s  intelligence 
in  controlling  production  operations.3 

OLD  TECHNOLOGICAL  ELEMENTS  IN 
AUTOMATION 

There  are  two  old  technological  elements 
present  in  automation.  The  first  is  the  use  of 
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power-driven  equipment.  The  second  is  the 
use  of  mechanical  or  automatic  transfer  sys¬ 
tems  for  moving  work  from  one  operating  sta¬ 
tion  to  the  succeeding  one.  Both  of  these  tech¬ 
nological  elements  are  obvious  in  any  present 
production  line;  they  represent  the  refinements 
of  the  older  production  technology,  which  Die- 
bold  has  called  “Detroit  automation.”4 

The  use  of  power  driven  machinery  is  evi¬ 
dent  in  any  factory.  Motive  power  is  used  to 
drive  the  machines  that  process  fibers,  metals, 
liquids,  and  gases.  The  most  common  type  of 
motive  power  is  the  electric  motor.  Indeed, 
even  the  current  conceptions  of  the  use  of 
atomic  power  involve  converting  the  power  po¬ 
tentials  of  fissionable  materials  into  electric 
energy  for  use  in  industrial  output.  All  auto¬ 
mated  operations  need  sources  of  power  to 
energize  equipment  doing  the  work.  In  this 
respect,  automated  equipment  will  not  differ 
materially  from  production  equipment  now 
used  in  industrial  operations. 

The  second  old  technological  element  in 
automation  is  the  use  of  mechanical  means  to 


An  automated  transfer  mechanism  on  an  automobile 
engine  block  line.  The  mechanism  at  the  center 
turns  the  block  90°  and  then  flips  it  over  so  that  its 
top  faces  down,  as  the  blocks  move  from  lower  left 
to  upper  right.  The  mechanism,  furthermore,  sends 
more  blocks  to  the  far  line,  which  is  longer  than 
the  near  line,  so  that  the  two  lines  will  each  have  a 
constant  flow  of  work  on  them.  In  principle  such 
transfer  systems  are  old,  but  refinements  like  this 
example  are  of  recent  origin. 


move  work  in  process  from  one  operation  to 
the  next.  The  classic  example  of  such  transfer 
equipment  is  the  continuous  production  line. 
An  assembly  line,  for  example,  may  start  with 
the  basic  structural  member  of  the  assembly 
placed  on  the  line.  As  this  piece  moves  toward 
the  end  of  the  line,  items  are  assembled  onto 
it  at  succeding  work  stations.  The  assembly 
of  an  automobile  engine  is  an  excellent  illustra¬ 
tion.  The  motor  blocks  start  at  the  beginning 
of  the  line  all  machined,  bored,  and  tapped  to 
receive  the  operating  parts  like  pistons  and 
carburetors,  as  the  assembly  moves  toward 
completion.  The  block  moves  either  on  a 
power-driven  line  that  transfers  it  from  one 
work  station  to  the  next,  or  else  it  is  shoved 
on  a  roller  bed  by  each  worker  to  the  next. 
Sometimes  the  parts  are  even  assembled  while 
the  block  is  in  motion. 

Some  of  the  highly  developed  transfer  equip¬ 
ment  is  a  good  deal  more  complicated  than 
a  moving  production  line.  This  equipment  may 
use  mechanical,  hydraulic,  or  other  devices  to 
position,  turn,  flip  over,  and  otherwise  manip¬ 
ulate  the  work  in  process.  As  the  piece  being 
worked  reaches  a  given  place  in  the  transfer 
system,  it  is  shifted  into  a  new  position,  ready¬ 
ing  it  for  the  next  operation.  Such  transfer 
equipment  is  used,  for  example,  in  the  machin¬ 
ing  of  automobile  engine  blocks.  This  involves 
manipulating  a  heavy  casting  into  a  number  of 
different  positions  as  the  succeeding  machin¬ 
ing  operations  are  performed.  The  transfers 
from  one  operating  stage  to  the  next  are  han¬ 
dled  automatically  by  the  transfer  equipment. 

These  two  elements  of  modern  automation 
-power-driven  equipment  and  mechanical 
transfer — are  basic  elements  in  our  present 
non-automated  technology.  Their  fullest  de¬ 
velopment  is  “Detroit  automation,”  which  has 
symbolized  to  the  world  some  of  the  most 
advanced  applications  of  machine  design  in 
the  first  industrial  Revolution.  Powered  pro¬ 
duction  machines  and  transfer  equipment  will 
remain  basic  elements  in  the  automated  tech¬ 
nology  of  the  second  Industrial  Revolution. 

NEW  TECHNOLOGICAL  ELEMENTS  IN 
AUTOMATION 

Two  technological  elements  have  been  in¬ 
troduced  that  are  new  to  modern  production. 
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A  good  example  of  automatic  programing.  When 
this  machine  is  operating  it  is  programed  to  drill  20 
holes  in  a  crankshaft  from  four  different  directions. 
Automation  moves  the  crankshafts  into  place  before 
each  battery  of  drills,  starts  and  stops  the  drilling 
action,  and  then  sends  the  crankshafts  to  their  next 
machining  operation.  This  machine  is  stopped  while 
the  worker  changes  worn  drill  bits. 

These,  combined  with  the  two  existing  techno¬ 
logical  elements,  provide  the  basis  for  auto¬ 
mation.  The  first  new  element  is  the  program¬ 
ing  of  the  operations  of  equipment  in  advance, 
rather  than  depending  upon  the  operators’  pro¬ 
graming  of  the  equipment  while  it  is  running. 
The  second,  and  more  fundamental,  new  ele¬ 
ment  is  the  development  of  “feedback”  mech¬ 
anisms  for  automatic  self-control  and  self¬ 
regulation  of  equipment. 

Programing  of  operations  means  telling  a 
machine  what  to  do  in  an  orderly  series  of 
steps.  The  usual  programing,  involving  a 
human  operator,  consists  of  training  him  to 
follow  a  sequence  of  predetermined  activities. 
Once  trained,  the  operator  knows  what  to  do 
at  each  point  in  the  sequence,  and  is  the  con¬ 
troller  of  the  sequential  operations.  In  more 
complicated  programing,  still  using  human  op¬ 
erators,  a  mechanic  may  start  with  a  set  of 
blueprints  showing  what  is  to  be  produced. 
He  operates  his  equipment  in  ways  he  has 
already  learned,  often  at  very  high  skill  levels, 
to  produce  the  blueprinted  product.  A  crafts¬ 
man  may  take  a  blueprint  of  a  metal  object 
and  turn  a  piece  of  metal  on  a  lathe;  mill  some 


of  its  surfaces  on  a  milling  machine;  use  a 
drill  press  to  drill  holes  in  it;  tap  some  of  the 
holes  with  threads;  and  hone  other  of  the 
holes  or  some  of  the  surfaces.  In  the  end,  the 
piece  of  finished  metal  duplicates  what  is 
called  for  in  the  blueprint.  The  mechanic  has 
programed  each  step  in  turning  out  the  finished 
item. 

In  the  illustrations  just  examined,  the  oper¬ 
ator  acts  as  the  programing  agent.  He  decides 
what  is  to  be  done,  and  operates  machines  in 
doing  it.  He  is  the  one  who  starts  the  machine, 
stops  it,  makes  checks  of  accuracy  in  process, 
adjusts  the  settings  on  the  machine,  and  sharp¬ 
ens  or  changes  the  cutting  tools.  In  an  office, 
a  typist  will  take  either  dictation  or  written 
materials  and  reproduce  them  with  her  type¬ 
writer.  The  typist  programs  the  typewriter  to 
produce  what  is  required. 

When  the  programing  phase  of  production 
is  automated,  the  equipment  is  given  its  in¬ 
structions  in  a  mechanical  or  electronic  pre¬ 
arranged  form.  This  may  be  a  punched  tape, 
like  the  one  used  with  the  MIT  experimental 
milling  machine.5  The  tape  is  fed  into  a  de¬ 
coding  machine  that  translates  the  punches  on 
the  tape  into  electrical  impulses  that  are  sent 
to  the  machine’s  controls.  These  controls  are 
operated  in  accordance  with  the  instructions 
that  the  decoded  tape  gives  to  the  machine.  A 
teletype  machine,  such  as  is  used  in  com¬ 
municating  messages  over  long  distances,  does 
essentially  the  same  thing.  An  operator,  manip¬ 
ulating  the  typewriter  keyboard  at  the  point  of 
origin  of  the  message,  activates  electrical  im¬ 
pulses  that  are  decoded  at  a  receiving  machine, 
which  then  automatically  types  on  paper  the 
message  being  sent. 

Automatic  programing  enters  into  the  op¬ 
erations  of  machines  at  two  essential  points. 
The  regular  operations  of  the  machine  may 
be  predetermined  and  programed  for  it.  Once 
done,  the  programed  series  of  operations  is 
then  transmitted  as  instructions  to  the  ma¬ 
chine.  The  machine  carries  out  exactly  those 
instructions  given  to  it. 

In  some  operations,  particularly  high  speed 
operations,  programing  may  also  be  used  to 
keep  the  machine,  or  the  production  process, 
within  the  range  of  acceptable  error  set  for  it. 
That  is,  operating  changes  may  also  be  pro¬ 
gramed.  For  example,  in  all  metal  cutting 
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equipment  there  is  inevitable  wear  on  the  cut¬ 
ting  tools.  It  is  then  necessary  to  adjust,  or 
even  replace,  the  cutting  tools  when  they  no 
longer  cut  the  metal  to  required  tolerances. 
Machines  may  be  programed  in  advance  to 
make  in-process  tool  adjustments  or  replace¬ 
ments  as  required. 

There  are  important  technical  problems  in¬ 
volved  in  automatic  programing  of  machines 
or  production  processes,  but  it  will  suffice  here 
to  mention  that  a  central  problem  is  that  of 
oscillation.  By  oscillation  is  meant  an  under  or 
over  response  by  the  equipment  to  the  direct¬ 
ing  signal  given  to  it.  A  good  example  is  in 
the  use  of  radar  fire  control  equipment  on  anti¬ 
aircraft  guns.  The  radar  tracks  planes  and  is 
continually  searching  the  sky.  The  movements 
of  the  massive  gun  follow  its  radar  tracking 
equipment,  but  there  is  usually  a  slight  lag. 
By  the  time  the  gun  has  moved  from  angle  A 
to  angle  C  to  follow  the  radar,  the  radar  may 
be  back  at  angle  B,  issuing  signals  to  return 
to  that  position  before  the  gun  has  fully  com¬ 
plied  with  the  original  signal.  Such  conflicting 
signals,  under  certain  conditions,  may  amplify 
the  erroneous,  random  motions  of  the  gun  in¬ 
stead  of  correcting  them,  even  to  the  point  of 
rendering  the  whole  system  ineffective.  Many 
of  the  problems  of  oscillation  in  automatic  pro¬ 
graming  of  operations  have  been  solved,  while 
others  still  await  analysis.6 

Programing  with  mechanical  and  electronic 
directions  to  operating  equipment  replaces  the 
human  operator  as  the  controller  of  the  equip¬ 
ment.  The  programing  of  a  piece  of  equipment 
may  be  done  either  by  a  human  operator,  or  by 
directions  given  to  the  equipment  from  non¬ 
human  controls.  Automation  is  increasingly 
replacing  the  human  operator  as  the  director 
of  operating  equipment  and  production  proc¬ 
esses. 

The  second  fundamentally  new  technologi¬ 
cal  aspect  of  automation  is  the  development  of 
“feedback”  systems.  A  feedback  system  is  a 
mechanical  or  electronic  way  of  securing  in¬ 
formation  from  an  on-going  operation.  This 
information  is  then  used  as  a  basis  for  control¬ 
ling  or  programing  that  operation. 

Feedback  systems  are  of  two  sorts:  closed 
and  open  systems.  An  open  feedback  system  is 
one  in  which  information,  not  solely  a  product 
of  operating  conditions,  is  fed  into  the  pro¬ 


graming  of  operations.  For  example,  a  thermo¬ 
stat  set  outside  a  house  will  control  the  heating 
system  in  response  to  atmospheric  conditions 
out-of-doors.  The  information  brought  into  the 
control  system  is  not  a  product,  in  this  in¬ 
stance,  of  the  operation  of  the  heating  system 
itself. 

A  closed  feedback  system  is  one  in  which 
only  that  information  having  to  do  with  the  on¬ 
going  operation  is  fed  back  into  the  program¬ 
ing  mechanisms  to  control  the  operation.  Thus, 
when  the  thermostat  is  put  in  the  room,  a  fall 
in  room  temperature  turns  the  heating  system 
on,  raising  the  room  temperature  to  a  pro¬ 
gramed  point,  at  which  time  the  heating  sys¬ 
tem  is  turned  off.  The  heat  in  the  room  is  a 
product  of  the  room  temperature  and  the  out¬ 
put  of  the  heating  system.  These  two  are  kept 
in  balance  by  the  settings  on  the  thermostat. 
The  thermostat  is  a  combined  mechanical  and 
electronic  closed  feedback  system.  Some  closed 
feedback  systems  are  entirely  electronic  and 
others  are  entirely  mechanical. 

The  feedback  element  in  automation  re¬ 
quires  three  essential  mechanisms.  The  first  is 
a  system  of  receptors  to  receive  information 
about  operating  conditions  that  are  to  be  con¬ 
trolled.  The  second  mechanism  is  a  center 
where  the  received  information  is  translated,  in 
accordance  with  the  desired  operations,  into 
directions  for  the  operating  scheme.  The  third 
essential  mechanism  for  a  feedback  system  is 
a  set  of  effectors  for  sending  out  messages  to 
control  production  operations.  Using  a  bio¬ 
logical  analogy  we  can  describe  a  feedback 
system  in  production  operations  as  consisting 
of  receptor  “nerves”  for  securing  information 
about  the  production  scheme,  a  “brain”  for 
transforming  this  information  into  a  set  of  di¬ 
rections  for  future  operations,  and  finally,  ef¬ 
fector  “muscles”  for  giving  directions  for  the 
next  stages  of  operations. 

In  principle,  control  can  be  removed, 
through  succeeding  stages,  from  the  points  of 
actual  operations.  That  is,  each  “brain”  can 
be  connected  through  receptors  and  effectors 
to  a  “higher  level  brain.”  Finally,  the  total  con¬ 
trol  of  all  operations  can  be  vested  in  a  “super 
brain.”  This  is  the  automatic  factory!7 

The  enormous  significance  of  automation 
should  now  be  apparent.  Automation,  through 
automatic  programing  and  feedback  of  infor- 
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mation,  can  do  all  the  essential  operations  that 
formerly  used  man’s  unique  contribution  to 
production.  The  human  operator  was  able  to 
remember  instructions  and  to  think  through 
the  meaning  of  operating  information  for  suc¬ 
ceeding  steps  in  work.  Automatic  programing 
takes  the  place  of  man's  memory.  Feedback 
systems  take  the  place  of  thinking  through  the 
meaning  of  information  about  the  operating 
system  for  future  operations. 

Man  has  finally  lost  his  unique  monopoly  of 
memory  and  thinking  as  applied  to  work!  Gad¬ 
gets  can  do  it  as  well  in  many  instances.  In¬ 
deed,  in  especially  fast  or  complex  operations 
the  gadgets  can  do  it  even  better  than  man.8 

It  really  staggers  the  imagination  to  contem¬ 
plate  the  significance  of  automation  for  work 
and  our  civilization.  Edward  Bellamy,  at  the 
turn  of  the  century,  wrote  a  prophetic  novel 
that  foretold  man’s  ultimate  leisure  from  work 


AUTOMATION  AND 

What  will  automated  technology  do  to  men 
at  work?  That  is  the  fundamental  question  of 
this  chapter. 

On  the  face  of  it  it  seems  entirely  clear  that 
many  jobs  using  human  operators  can  be  re¬ 
designed  to  eliminate  them.  Control  equipment 
can  be  substituted  for  human  operators.  This 
displacement  of  human  operators  will  occur 
differentially,  however.  That  is,  there  is  little 
point  in  introducing  automatic  controls  on  a 
pick  and  shovel.  On  the  other  hand,  there  may, 
indeed,  be  great  savings  achieved  in  introduc¬ 
ing  automatic  controls  on  a  coal  cutting  ma¬ 
chine  in  a  mine.  It  must  be  remembered  that 
automatic  controls  are  always  coupled  with 
machine  driven  equipment. 

This  suggests  immediately  that  traditional 
hand  work  for  which  power  machinery  has 
not  been  developed  or  found  economical,  will 
remain  relatively  untouched  by  automation. 
The  man  with  a  pick  and  shovel  can  feel  fairly 
secure  that  his  job  will  not  be  taken  by  an 
automated  robot  until  he  is  first  replaced  by 
power  digging  equipment.12 

On  the  other  hand,  where  we  now  have 
power  driven  machines,  we  can  expect  im¬ 
mediate  and  general  adoption  of  automatic 


as  machines  increasingly  were  able  to  look 
after  themselves.9  But  even  he  did  not  dare 
contemplate  the  science-fiction-like  drama  of 
machines  capable  of  reproducing  themselves. 
Von  Neumann,  one  of  the  most  distinguished 
modem  mathematicians,  did  exactly  that,  and 
demonstrated  that,  in  principle,  self-reproduc¬ 
tion  is  possible!10 

The  second  Industrial  Revolution  is  upon 
us.  You  who  read  this  book  will  live  through 
some  of  its  major  developments.  Out  of  our 
new  automated  technology  will  come  profound 
social  changes  with  such  rapidity  that  each 
succeeding  year  will  show  measurable  dif¬ 
ferences  from  the  past.  It  is  a  challenge,  know¬ 
ing  some  of  the  potentialities  of  the  second 
Industrial  Revolution,  to  predict  its  far-reach¬ 
ing  consequences.11  In  this  book  we  must  re¬ 
luctantly  restrict  ourselves  to  the  consequence 
of  automation  for  work  and  the  worker. 


WORK  OPERATIONS 

controls.  It  is  in  the  factory  and  office  that 
automation  will  move  forward  most  rapidly.13 


REPLACEMENT  OF  HUMAN  OPERATORS 

Human  operators  will  be  replaced  in  work 
operations  that  are  already  mechanized.  The 
one  major  restriction  on  this  is  the  cost  of 
replacing  or  modifying  present  equipment. 
Where  capital  costs  justify  the  replacement  of 
human  operators,  it  will  come  rapidly.  In  the 
present  phase  of  our  economy,  with  unprece¬ 
dented  capital  expansion  in  production  facili¬ 
ties,  the  situation  definitely  favors  rapid  auto¬ 
mation  of  production. 

What  happens,  then,  to  production  opera¬ 
tions  from  the  standpoint  of  workers?  It  is 
clear  that  entirely  new  kinds  of  jobs  will  come 
into  being,  requiring  large  numbers  of  people. 
Most  observers  of  present-day  automation 
seem  agreed  that  the  first  impact  of  automation 
will  be  to  eliminate  highly  repetitive  and  ex¬ 
tensively  subdivided  jobs.  That  is,  the  growth 
of  Detroit  automation,  which  led  to  further 
and  further  subdivision  of  work  operations, 
prepared  the  groundwork  for  true  automation. 
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Detroit  automation  carries  the  subdivision  of 
tasks  using  human  operators  to  its  logical 
limits,  and  also  results  in  making  control  oper¬ 
ations  simpler  and  more  specific  to  given  tasks. 
The  very  processes  of  subdividing  operations 
and  simplifying  the  necessary  controls  re¬ 
quired  at  each  operating  step  set  the  stage  for 
true  automation.  Building  automatic  control 
equipment  to  take  over  the  simplified  controls 
exercised  by  the  human  operator  becomes  rel¬ 
atively  simple. 

We  can  then  expect  that  in  the  first  stages  of 
true  automation,  our  production  lines  will  re¬ 
semble  those  of  the  older  mechanized  tech¬ 
nology.  The  major  difference  will  be  the  sub¬ 
stitution  for  human  operators  of  automatic 
controls  that  will  function  as  direct  analogues 
of  human  operators.  Much  of  our  present  spe¬ 
cialized  production  equipment  which  has  been 
designed  for  single  purpose  operations  will 
continue  to  be  used,  operating  with  automatic 
rather  than  human  controls. 

Before  the  second  stage  in  automation  is 
reached,  there  will  be  a  transitional  stage  of 
full  automatic  controls  but  with  specially  de¬ 
signed  single  purpose  machine  tools.  Here  is 
a  description  of  this  transition  stage  as  applied 
to  the  machining  of  automobile  engine  blocks. 
“We  have  a  300  foot  factory  line,  consisting  of 
five  transfermatic  machines,  hooked  together, 
which  perform  495  machining  operations  and 
106  inspection  operations.  More  than  100  en¬ 
gine  blocks  are  in  process  at  one  time.”14 

A  second  stage  in  automation  will  see  a 
fundamental  redesign  of  production  equipment 
itself.  This  redesign  will  take  advantage  of  the 
opportunities  to  generalize  production  opera¬ 
tions  in  machines  and  equipment.  Human 
operators  as  controllers  have  to  be  trained  in 
their  Work  tasks.  This  makes  for  a  “stickiness” 
in  changing  tasks  because  of  the  time  and 
money  involved  in  retraining  operators.  Au¬ 
tomatic  controls,  on  the  other  hand,  simply  re¬ 
quire  a  new  set  of  programed  instructions,  e.g., 
a  tape,  to  do  a  new  job.  There  is  no  training 
time  or  cost.  It  is  highly  probable,  therefore, 
that  we  will  begin  moving  away  from  single 
purpose  machine  tools  toward  a  species  of 
machine  tools  that  is  universal  in  character. 

In  this  second  stage  of  true  automation  we 
should  see  a  gradual  evolution  from  present 
machine  design  toward  more  general  purpose 


equipment  whose  operations  can  be  programed 
at  will  through  the  controlling  information  ma¬ 
chines. 

We  can  then  conclude  that  the  first  impact  of 
automation  on  the  labor  force  will  be  to  dis¬ 
place  machine  operators  in  presently  mecha¬ 
nized  tasks.  These  mechanized  tasks  are  gen¬ 
erally  highly  subdivided  and  repetitive. 

What  will  then  happen  to  the  character  of 
the  work  force  in  automated  plants?  It  seems 
clear  that  there  will  be  a  rapid  growth  in  de¬ 
mand  for  workers  with  professional  and  semi- 
professional  training.  Special  emphasis  will  be 
put  on  engineering  and  science  backgrounds.15 

Workers  with  engineering  and  science  train¬ 
ing  will  be  used  in  two  general  capacities.  The 
first  is  programing  operations  and  setting  up 
programed  controls.  The  second  is  in  the 
maintenance  of  both  the  operating  and  control 
equipment. 

The  special  skills  necessary  in  programing 
and  maintaining  the  control  equipment  in¬ 
volve  learning  coding  and  decoding  systems 
and  understanding  mechanical  and  electronic 
circuits.  In  simpler  kinds  of  control  equipment, 
such  as  that  used  in  controlling  automatic  cal¬ 
culators  and  tabulators,  the  operator  learns 
how  to  link  jack  connections  on  a  control 
board,  which  then  programs  the  machine’s 
operations.  In  more  complex  programing,  the 
information  fed  to  the  machine  may  be 
punched  out  on  tape;  unequivocal  instructions 
are  insured  through  the  application  of  number 
theory  in  the  coding  procedure.  Thus  a  binary 
number  system  may  be  used  to  translate  in¬ 
volved  operating  instructions  into  code  form 
as  a  basis  for  programing  production. 

The  kinds  of  skills  required  in  programing 
operations,  maintaining  control  equipment, 
and  servicing  control  circuits  are  of  a  high 
order.  It  should  also  be  noted  that  these  skills 
are  characteristically  specialized  rather  than 
subdivided.  A  person  who  programs  automatic 
equipment  has  specialized  knowledge  of  elec¬ 
tronic  circuits  and  information  theory.  He  may 
apply  this  knowledge  over  the  whole  control 
system. 

The  second  major  area  of  work  activity  that 
will  be  increasingly  emphasized  is  the  main¬ 
tenance  of  operating  equipment  and  control 
machines.18  Automation  will  permit  more  con¬ 
tinuous  operations  at  higher  speeds,  often  ex- 
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tending  over  twenty-four  hours  instead  of  the 
more  normal  eight-hour  shift;  these  in  turn 
will  require  new  refinements  in  machine  main¬ 
tenance.  Speed  will  become  a  keynote  in  put¬ 
ting  equipment  back  into  operation.17  This  will 
require  highly  skilled  maintenance  mechanics. 
Such  mechanics  will  be  specialists  rather  than 
operators  in  subdivided  tasks. 

In  the  longer  run  prospect,  twenty-five  years 
from  now  and  more,  we  can  expect  that  some 
of  the  programing  and  even  some  of  the  main¬ 
tenance  may  become  automated.  In  principle 
this  certainly  seems  feasible.  When  this  occurs 
we  can  expect  that  both  programing  and  main¬ 
tenance  will  require  even  higher  levels  of  spe¬ 
cialization  in  work  behavior.  Those  doing  pro¬ 
graming  will  become  really  top  level  profes¬ 
sional  and  scientific  specialists  whose  primary 
functions  will  be  the  design  and  control  of  au¬ 
tomation  itself.  Similarly,  the  maintenance 
personnel  will  become  increasingly  specialized 
in  knowledge  of  operating  and  control  equip¬ 
ment,  concerning  themselves  with  the  design 
of  automatic  maintenance  systems. 

Another  major  consequence  of  true  auto¬ 
mation  for  work  operations  is  a  general  shift 
toward  employment  in  distribution  and  sales 
of  goods.  The  vastly  increased  output  of  goods 
that  can  be  anticipated  from  automation  will 
exaggerate  the  problems  of  distribution.  We 
have  already  noted  in  Chapter  8  that  the 
American  economy  is  a  “make  and  sell”  one. 
Even  greater  emphasis  will  be  put  on  distribu¬ 
tion  and  sales  in  the  future.  Thus,  part  of  the 
displacement  of  workers  from  factories  may 
be  into  sales  and  distribution  occupations. 

WORK  BEHAVIOR 

A  very  considerable  change  in  work  be¬ 
havior  can  be  anticipated  as  a  consequence  of 
the  inevitable  increase  in  the  amount  of  “lei¬ 
sure  on  the  job.”  It  is  one  of  the  paradoxes  of 
automated  operations  that  the  human  work 
force  associated  with  it  will  be  more  produc¬ 
tive,  yet  require  less  attention  to  on-going 
operations.18  Furthermore,  the  specialists  who 
are  associated  with  automated  operations  will 
behave  in  ways  characteristic  of  professional 
and  semi-professional  personnel. 

The  on-the-job  leisure  and  professional  out¬ 


look  of  workers  in  automated  operations  will 
inevitably  have  consequences  for  the  social 
organization  of  work.  In  servicing  on-going 
operations,  a  good  deal  of  time  will  be  spent  in 
watching  and  waiting.  Furthermore,  this  time 
will  typically  be  spent  in  the  company  of  other 
specialists  who  are  also  watching  and  waiting. 
As  a  consequence  of  being  thrown  together 
and  having  the  leisure  for  interaction,  there 
will  be  a  growth  of  voluntary  social  groups  at 
work.  The  nature  of  these  voluntary  social 
groups  is  examined  in  Chapter  16.  It  is  suffi¬ 
cient  to  suggest  at  this  point  that  the  “tight¬ 
ness”  of  industrial  discipline  that  has  grown 
up  to  control  behavior  of  machine  operators 
will  tend  to  be  relaxed  in  favor  of  accom¬ 
modating  automation  specialists  in  their  self- 
image  as  professionals  capable  of  policing  their 
own  personal  behavior.  These  specialists  will 
have  greater  freedom  to  associate  freely  with 
each  other,  doing  their  work  as  necessary, 
rather  than  having  to  give  the  appearance  of 
being  continually  busy. 

A  second  major  shift  in  work  operations  will 
entail  the  redefinition  of  traditional  working 


Watching  and  waiting  in  automated  production 
processes  is  well  illustrated  in  this  picture  of  men 
who  work  at  the  control  board  in  an  oil  refinery. 
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days.  With  a  greater  use  of  twenty-four  hour 
operations,  the  work  forces  will  tend  to  be 
distributed  more  equally  around  the  clock. 
Our  present  labor  force  is  primarily  employed 
during  the  standard  work  day,  starting  in  the 
morning  and  ending  in  the  late  afternoon. 
Second  and  third  shift  operations,  carrying  the 
work  cycle  around  the  clock,  are  now  con¬ 
sidered  abnormal,  except  in  continuous  process 
industries.  These  additional  shifts  are  even 
discouraged  by  workers  and  their  unions 
through  exacting  premium  pay  for  work  on 
second  and  third  shifts.  This  practice  will 
probably  be  modified  in  the  future  as  it  be¬ 
comes  more  normal  to  work  on  the  tradition¬ 
ally  less  desirable  shifts. 

We  will  not  discuss  the  implications  of  the 
change  in  the  work  day  for  the  society  as  a 
whole.  It  seems  obvious,  however,  that  many 
of  our  social  arrangements,  ranging  from  fam¬ 
ily  life  to  recreation,  will  have  to  be  modified 
to  provide  opportunities  for  community  life 
for  a  growing  proportion  of  workers  whose 
work  period  will  be  late  evening  or  early  morn¬ 
ing  hours.  It  is  not  unlikely,  for  example,  to 
see  our  future  homes  designed  with  a  com¬ 
pletely  darkened  and  soundproofed  bedroom 
for  the  breadwinner  to  use  after  a  night  shift, 
undisturbed  by  his  family  following  a  more 
usual  daily  round  of  life. 

AUTOMATION  AND 

Automation  of  industrial  production  will 
have  at  least  five  major  consequences  for  the 
labor  force.  (A)  The  creation  of  new  speciali¬ 
zations  will  change  the  skill  composition  of 
the  total  labor  force.  (B)  The  needs  for  much 
higher  skills  will  have  an  inevitable  impact  on 
formal  schooling  preparatory  to  entering  in¬ 
dustry.  (C)  Retraining  of  displaced  workers 
will  constitute  a  major  problem  for  the  total 
economy.  (D)  A  probable  shift  in  the  assign¬ 
ment  of  work  by  sex  may  be  anticipated.  (E) 
There  is  a  high  probability  that  the  areas  of 
more  recent  economic  growth  will  be  favored 
by  automation.  Let  us  examine  these  five  con¬ 
sequences  for  the  labor  force  in  order. 

NEW  SPECIALISTS 

It  was  noted  in  Chapter  8  that  for  the  en¬ 
tire  non-agricultural  American  labor  force, 


INDIRECT  CONSEQUENCE  OF  AUTOMATION 

A  very  important  indirect  consequence  of 
automation  will  be  felt  in  non-automated  areas 
of  industrial  production.  Non-automated  pro¬ 
duction  will  move  increasingly  in  the  direction 
of  Detroit  automation.  Non-automated  opera¬ 
tions  will  have  to  compete  with  more  efficient 
automated  ones.  This  competition  will  result 
in  increasing  mechanization,  still  using  human 
operators,  in  less  advanced  industrial  sectors. 

As  we  have  already  seen,  Detroit  automa¬ 
tion  leads  to  greater  and  greater  subdivision  of 
work  activities.  Consequently,  we  can  predict 
that  at  the  same  time  that  automation  is  lead¬ 
ing  to  specialization  of  the  work  force,  mech¬ 
anization  of  non-automated  operations  will 
further  subdivide  its  tasks. 

In  Viewing  what  will  happen  to  the  entire 
labor  force,  to  discover  the  impact  of  automa¬ 
tion  on  working  behavior,  we  will  observe  two 
contradictory  trends.  Automation  will  pro¬ 
mote  specialists.  Mechanization  of  non-auto¬ 
mated  production  will  lead  to  subdivision  of 
tasks.  Over  the  entire  labor  force,  both  of  these 
trends  will  be  evident.  It  can  be  concluded, 
then,  that  automation  will  directly  lead  to 
greater  specialization  of  work  tasks,  and  in¬ 
directly  lead  to  more  widespread  subdivision 
of  working  activities. 

THE  LABOR  FORCE 

about  one  in  five  working  persons  was  classi¬ 
fied  as  highly  skilled.  This,  of  course,  includes 
all  professionals,  even  those  in  the  so-called 
free  professions.  It  was  also  observed  in  Chap¬ 
ter  8  that  semi-skilled  factory  operators  ac¬ 
counted  for  twenty-four  per  cent  of  the  non- 
agricultural  labor  force.  Furthermore,  semi¬ 
skilled  and  skilled  office  and  sales  workers 
accounted  for  twenty-two  per  cent  of  the  labor 
force. 

We  can  anticipate  that  automation,  by  cre¬ 
ating  a  large  corps  of  specialists  in  automated 
production,  will  lead  to  a  significant  increase 
in  the  proportion  of  the  labor  force  classified 
as  highly  skilled.  It  is  likely  that  the  highly 
skilled  group  of  manual  workers  will  also  show 
some  proportionate  increase  as  maintenance  of 
automated  operations  becomes  more  impor¬ 
tant.19 


200 


GETTING  WORK  DONE 


The  pressures  generated  by  automation  to 
mechanize  further  the  non-automated  sectors 
of  industry  will  result  in  some  additions  to  the 
semi-skilled  office  and  factory  ranks.  That  is, 
as  some  workers  are  being  up-graded  into 
skilled  jobs,  others  will  move  from  hand  work 
and  unskilled  labor  into  semi-skilled  mech¬ 
anized  work. 

Part  of  the  recruitment  of  the  highly  skilled 
specialists  needed  for  automation  will  come 
from  the  annual  additions  to  the  labor  force. 
This  recruitment  will  be  largely  among  col¬ 
lege  graduates  and  those  receiving  technical 
training.  Some  of  the  recruits  will  also  come 
from  the  ranks  of  those  retrained  to  fill  the 
more  highly  skilled  automation  specialties. 

We  can  then  summarize  the  broad  changes 
in  the  labor  force  by  suggesting  that  needs  for 
highly  skilled  automation  specialists  will  lead 
to  an  increase  in  the  proportion  of  all  non- 
agricultural  workers  in  the  highly  skilled  pro¬ 
fessional  and  technical  categories.  We  can  also 
expect  that  the  need  for  maintenance  people 
will  lead  to  a  relative  increase  among  the 
highly  skilled  manual  workers.20  At  the  same 
time,  semi-skilled  factory  workers,  and  un¬ 
skilled  workers  generally,  will  decline  in  rela¬ 
tive  importance.  The  greatest  relative  decline 
will  be  seen  among  unskilled  workers. 


An  operator  at  the  signal  board  of  the  automated 
controls  governing  feeding  and  unloading  of  cylin¬ 
der  blocks  in  a  Barnes  drill.  Vari-colored  signal 
lights  tell  the  operator  all  he  needs  to  know  about 
on-going  operations.  The  installation  and  main¬ 
tenance  of  such  complex  equipment  requires  highly 
skilled  and  trained  workmen. 


It  has  already  been  suggested  in  this  chapter 
that  demand  for  office  and  sales  work  will 
probably  increase  as  a  consequence  of  the 
need  to  distribute  and  sell  the  increased  output 
of  automation.  At  the  same  time  office  auto¬ 
mation  is  leading  to  very  rapid  replacement 
of  people  by  machines.  This  is  particularly  true 
of  accounting  and  record  keeping.  Thus,  even 
though  there  is  generated  a  need  for  sales  and 
distribution  personnel,  at  least  a  part  of  the 
labor  requirement  will  be  met  by  installing 
automated  office  machines.21  Even  in  selling, 
mechanical  sales  devices  appear  to  have  a 
bright  future.  Many  kinds  of  vending  ma¬ 
chines — beverages  and  cigarettes  for  example 
— have  already  made  their  appearance,  and 
the  end  is  not  in  sight. 


SCHOOLING  OF  SPECIALISTS 


The  kinds  of  knowledge  necessary  for  spe¬ 
cialization  in  automation  are  highly  techni¬ 
cal.22  Consequently,  the  task  of  educating 
people  to  become  specialists  will  fall  largely 
on  the  schools.  This  is  particularly  true  for 
later  high  school  and  college  levels  of  school¬ 
ing.  The  current  concern  with  the  alleged  de¬ 
cline  in  teaching  mathematics  and  science  in 
high  school  and  college  is  but  one  evidence 
of  the  fact  that  demands  are  already  exceeding 
supplies  of  students  trained  in  these  subjects. 
Schools  have  tended  to  lag  behind  in  antici¬ 
pating  the  labor  market  demands  for  their  stu¬ 
dents.23 

It  is  fortunate  to  have  some  leverage  on 
school  curricula  from  an  unrelated  source.  We 
can  claim  the  Soviet  threat  as  a  justification 
for  new  emphasis  on  mathematics  and  science. 
Alarmists  have  repeatedly  pointed  to  the  grow¬ 
ing  emphasis  on  science  and  engineering  train- 
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ing  in  the  USSR.  By  comparison  we  are  at 
a  disadvantage.  The  Russians  are  presently 
turning  out  more  engineers  and  scientists  each 
year  than  we  are.  We  are  thus  using  our  com¬ 
petitive  position  in  relation  to  the  Soviets  as 
leverage  on  school  curricula.  The  simple  fact 
of  the  matter  seems  to  be  that  we  need  all  pos¬ 
sible  justification,  direct  and  remote,  to  swing 
our  schooling  into  some  adequate  relationship 
with  the  needs  generated  by  automation.24 

Existing  shortages  of  trained  people  are  be¬ 
ing  met  by  emergency  schooling  programs. 
Some  companies  are  even  sending  people  back 
to  school  at  company  expense  in  order  to  gain 
the  necessary  science  and  engineering  knowl¬ 
edge.  In  the  long  run,  these  emergency  pro¬ 
grams  will  be  replaced  as  curricula  are  changed 
to  reflect  the  new  labor  force  needs. 

RETRAINING  OF  DISPLACED  WORKERS 

A  major  social  problem  already  exists,  and 
will  be  intensified,  in  the  need  for  retraining 
people  displaced  by  automation.  The  problem 
is  not  now  as  acute  as  it  will  become.  At  the 
present  time  our  high  level  economy  is  capable 
of  absorbing  most  of  the  displaced  workers 
into  similar  or  related  occupations.25  As  auto¬ 
mation  is  adopted  more  widely,  the  retraining 
of  displaced  workers  will  become  more  impera¬ 
tive.26 

It  is  reasonable  to  suggest  that  the  move¬ 
ment  of  people  from  displaced  occupations 
will  increasingly  take  the  form  of  shifting  to 
quite  different  kinds  of  work.  Some  of  the  dis¬ 
placed  machine  operators  will  move  up  to 
more  highly  skilled  automation  specialties  after 
a  period  of  intensive  training.27  Others,  and 
perhaps  the  majority,  will  move  out  of  their 
own  companies  and  even  their  customary  in¬ 
dustry.  They  will  move  to  other  sectors  of  the 
economy  where  their  relatively  low  skill  level 
will  still  be  useful.  Continued  mechanization  of 
non-automated  industry  will  become  a  source 
of  job  opportunities  for  people  displaced  by 
automation. 

This  accelerated  movement  of  workers  in 
the  labor  market  will  have  profound  effects 
on  company  security  programs.  Pensions  and 
other  benefits  that  accrue  to  workers  for  con¬ 
tinued  service  in  a  company  may  be  lost 


through  displacement  from  automated  jobs. 
This  will  create  demands  in  the  work  force, 
and  through  the  unions  representing  it,  for 
company  emphasis  on  retraining  displaced 
workers  for  further  employment  in  the  com¬ 
pany.28  Only  through  continuity  of  employ¬ 
ment  with  the  company  will  security  aspects  of 
the  employment  contract  be  protected.  We  will 
see,  later,  in  Chapter  13  that  financial  and 
other  security  guarantees  provided  by  a  com¬ 
pany  are  important  incentives  for  work.  Their 
incentive  value  may  be  diminished,  however, 
with  mass  displacement  from  jobs  and  conse¬ 
quent  loss  of  employment  with  the  company. 
It  would  appear  that  many  companies,  placing 
heavy  emphasis  on  employment  security,  will 
find  this  an  important  limitation  on  the  rate 
with  which  they  can  introduce  automation 
and  still  retain  the  incentive  value  of  security 
guarantees.29 

It  is  notable  that  labor  unions  are  also  in¬ 
creasingly  concerned  with  the  retraining  prob¬ 
lem.  Obvious  pressures  arise  from  union  mem¬ 
berships  to  protect  people  from  displacement. 
This  may  result  in  demands  for  restriction  in 
the  rate  of  automation,  or  coordinated  training 
to  fit  displaced  workers  into  newly  created 
jobs.30 

The  retraining  problem  entails  large  finan¬ 
cial  burdens.  It  also  means  great  human  costs 
to  those  who  are  displaced  from  their  regular 
jobs.  Unions  have  emphasized  the  human 
strains  involved  in  giving  up  a  job  and  retrain¬ 
ing  for  another.  Management  has  been  con¬ 
cerned  with  the  financial  costs  of  retraining 
large  parts  of  the  labor  force.  Actually  the 
retraining  issue  rests  with  the  country  as  a 
whole.  To  what  extent  are  the  citizens  of  the 
country  to  be  displaced  from  their  jobs  and 
left  as  free  agents  to  find  the  best  possible 
substitute  employment?  To  what  extent  will, 
and  should,  society  assume  some  responsibility 
for  retraining  people  to  continue  their  produc¬ 
tive  careers?  Who  is  to  bear  the  tremendous 
financial  burden  of  job  finding  and  job  retrain¬ 
ing  programs,  and  perhaps  even  the  cost  of 
moving  families  to  new  geographic  areas  where 
suitable  jobs  are  available?  Unions  in  the 
traditional  language  of  collective  bargaining 
demands  are  insisting  that  business  bear  a 
significant  proportion  of  the  social  and  finan- 
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cial  responsibility  for  job  changing  and  retrain¬ 
ing. 

The  most  likely  outcome  is  that  attempts 
will  be  made  to  transfer  the  financial  costs  of 
retraining  to  our  society  as  a  whole.  This  can 
be  accomplished  by  using  the  school  systems 
of  the  country  to  undertake  the  retraining  pro¬ 
grams. 

MALES  VS.  FEMALES 

An  interesting  consequence  of  automation 
is  that  it  may  change  employment  opportuni¬ 
ties  for  females.  We  saw  in  Chapter  8  that 
females  have  entered  the  labor  force  in  in¬ 
creasing  proportions.  Their  work  opportuni¬ 
ties  have  been  found  particularly  in  clerical 
and  sales  occupations.  We  also  discovered  that 
a  large  proportion  of  all  females  working  were 
employed  as  semi-skilled  factory  operatives. 


posed  for  women  to  find  jobs  in  their  present 
areas  of  dominance. 

These  limitations  on  future  employment  op¬ 
portunities  may  be  very  threatening  to  women. 
There  may  not  be  sufficient  alternative  employ¬ 
ment  opportunities  for  them.  This  problem 
may  be  worked  out,  in  part,  by  shifting  our 
traditional  preference  for  men  in  science  and 
engineering.  Women  could  then  more  easily 
gain  entrance  into  schools  in  these  disciplines 
preparatory  to  becoming  automation  special¬ 
ists. 

It  is  within  the  realm  of  probability  that 
women  will  refuse  to  work  as  their  traditional 
job  opportunities  disappear.  Up  to  now  each 
succeeding  decade  has  seen  a  higher  propor¬ 
tion  of  women  going  to  work.  Women  may 
simply  retreat  to  the  home  as  their  real  alterna¬ 
tive  to  working  for  wages.  The  consequences 
of  this  for  family  and  home  life  are  not  for  us 
to  consider  here,  although  they  may  be  very 


Office  automation  showing 
a  view  of  various  types  of 
data  processing  machines 
using  punched  cards 
The  absence  of  females 
is  notable  among  this 
office  staff. 


With  increasing  automation  in  the  office, 
and  the  high  skills  required  for  automation  spe¬ 
cialists,  it  is  highly  probable  that  the  monopoly 
of  office  jobs  now  held  by  women  will  be 
broken.  More  and  more  male  specialists  will 
come  into  the  offices  to  program  and  maintain 
automated  equipment.31  The  same  general 
shifts  can  be  expected  to  occur  in  semi-skilled 
factory  jobs  now  held  by  women. 

Science  and  engineering  are  traditionally 
male  specializations.  As  opportunities  for  ap¬ 
plied  science  and  engineering  open  up  in  the 
office  and  factory,  a  major  problem  will  be 


far-reaching.  For  example,  should  such  a  shift 
into  the  home  take  place,  the  birth  rate  may 
rise  more  rapidly  than  at  present,  and  family 
size  may  increase.  The  consequences  of  this 
for  population  growth,  for  the  home  building 
industry,  and  for  industries  servicing  children’s 
needs  are  obviously  great. 


GEOGRAPHY  OF  INDUSTRY 

Automation,  in  its  initial  phases,  is  not  par¬ 
ticularly  disruptive  of  existing  production  ar- 
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rangements,  but  as  it  becomes  necessary  to 
consider  new  plant  layout  and  new  machines, 
it  is  often  more  profitable  to  start  anew,  build¬ 
ing  new  factories  to  house  the  automated  pro¬ 
duction  lines.  Automated  plants  will  increas¬ 
ingly  be  entirely  new  from  the  ground  up. 

When  automation  demands  the  abandon¬ 
ment  of  old  plant  sites,  or  complete  replace¬ 
ment  of  old  factories,  the  issues  of  plant  loca¬ 
tion  can  be  re-examined  by  a  company.32  Areas 
of  rapid  industrial  growth  become  potential 
plant  sites  for  new  automated  factories.  We 
can  anticipate,  therefore,  that  the  areas  of 
rapid  industrialization  may  also  be  the  areas 
leading  in  automation  of  production.33  In  the 
newer  industrialized  areas — the  South,  South¬ 
west,  and  West — we  already  have  evidence 
that  the  industrial  complex  is  favoring  automa¬ 
tion.  This  may  sharpen  the  contrasts  in  pro¬ 
ductive  efficiency  between  the  newer  areas  of 
rapid  industrialization  and  the  older. 

The  mobility  of  industry  is  increased  by  au¬ 
tomation  and  the  development  of  instantaneous 


communication  networks  tying  together  far- 
flung  plants.  Centralized  executive  direction 
can  readily  be  maintained  over  vast  geographic 
distances.  The  Sylvania  Electric  Company  has 
already  accomplished  this  by  scattering  its 
plants  in  relatively  small  production  units, 
maintaining  centralized  direction  through  an 
extensive  private  communication  system.34 

One  of  the  initial  effects  of  automation  will 
be  further  geographical  dispersion  of  industry. 
The  consequences  of  this  on  population  shifts 
are  obvious.  People  will  follow  job  oppor¬ 
tunities.  Not  so  obvious,  but  perhaps  equally 
important  may  be  the  defense  significance  of 
industrial  dispersion.  The  Federal  government 
defense  proposals  for  minimizing  bomb  dam¬ 
age  to  industrial  output  by  moving  industry 
out  of  places  of  heavy  concentration  have  not 
been  successful.  However,  automation  may 
be  the  spur  to  industrial  dispersion  that  will 
have  as  an  unanticipated  consequence  greater 
protection  of  our  industrial  output  from  pos¬ 
sible  war  damage. 


AUTOMATION  AND  MANAGEMENT  FUNCTIONS 


Four  major  consequences  of  automation  for 
management  can  be  predicted.  (A)  Top  man¬ 
agement  decision  making  will  become  more 
complicated  and  more  rational.  (B)  Recruit¬ 
ment  and  background  of  managers  will  change 
markedly.  (C)  Supervisory  functions  of  man¬ 
agement  at  the  middle  and  lower  levels  will 
become  more  standardized.  (D)  Managers’ 
interests  will  broaden  beyond  the  present  em¬ 
phasis  on  production  and  distribution. 

MANAGEMENT  DECISIONS 

The  amount,  quality,  and  timing  of  informa¬ 
tion  affecting  business  operations  will  all  im¬ 
prove  as  a  consequence  of  automatic  data 
processing,  so  that  decisions  guiding  business 
affairs  will  be  more  complex  and  more  ra¬ 
tional.35 

Automatic  data  processing  is  a  new,  and 
highly  significant  development  of  automation. 
Information  about  on-going  operations  is  re¬ 
duced  to  electrical  impulses  for  purposes  of 
feedback  and  programing  of  these  operations, 


as  we  have  already  seen.  This  same  informa¬ 
tion  can  become  immediately  available  as 
permanent  recorded  data  about  what  is  going 
on.  This  information  can  be  treated  independ¬ 
ently  of  the  on-going  operations.  It  is  fed  into 
automatic  data  processing  machines  to  provide 
immediate  information  to  business  decision 
makers. 

Such  information  previously  had  to  be  ac¬ 
cumulated  in  written  reports,  summarized  and 
then  put  on  the  executive’s  desk.  With  hand 
operations,  the  time  lapse  between  data  gather¬ 
ing  and  final  report  to  the  executive  was  often 
days,  weeks,  or  months.  With  automatic  data 
processing  machines,  information  can  be  made 
available  in  hours  or  even  minutes.36  Further¬ 
more,  the  amount  and  complexity  of  the  in¬ 
formation  made  available  are  no  longer  limited 
by  human  observation  of  on-going  activities, 
and  the  opportunities  to  record  their  conse¬ 
quences.  Observing  and  recording  can  now  be 
done  automatically.  Automatic  control  equip¬ 
ment  provides  the  receptors  and  recorders  for 
the  data  processing  machines. 

The  significance  of  automatic  data  process- 
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ing  can  be  illustrated  in  inventory  control. 
Automatic  recording  can  give  continuous  in¬ 
formation  on  inventory  levels  for  every  item. 
Automatic  data  processing  machines  can  be 
programed  to  record  and  give  automatic  in¬ 
structions  to  reorder  when  individual  items  of 
inventory  have  reached  a  minimum  level.37 
The  Army  now  uses  automatic  data  processing 
machines  to  control  world-wide  inventories 
of  spare  parts  and  components  in  supply  de¬ 
pots.  Mail  order  houses  use  similar  data  proc¬ 
essing  to  control  inventories. 


In  the  telephone  industry,  the  latest  central  switch¬ 
board  equipment  has  built  in  feedback  and  record¬ 
ing  circuits  that  automatically  punch  out  on  a  card 
the  nature  and  location  of  any  difficulties  in  oper¬ 
ating  circuits.  Here  an  engineer  is  reading  such 
a  card.  This  is  a  form  of  data  processing  which 
makes  a  continuous  record  of  operations  and  their 
difficulties. 

It  is  now  possible  with  data  processing  ma¬ 
chines  to  have  nearly  instantaneous  informa¬ 
tion  made  available  to  executives  about  their 
businesses.  This  means  more  rapid  and  more 
complex  decisions.  The  increase  of  available 
information  permits  more  variables  to  be  con¬ 
sidered  in  decisions,  rather  than  “holding  them 


constant”  because  nothing  is  known  about 
them.38 

Another  significant  feature  of  automatic 
data  processing  equipment  is  that  it  in  turn 
may  be  programed  to  manipulate  a  given  set 
of  information  so  as  to  provide  the  best  pos¬ 
sible  answer  to  a  given  question.39  The  answer 
is  the  result  of  complex  means  of  interrelating 
the  whole  body  of  information  in  ways  beyond 
the  timely  grasp  of  the  human  brain.  For  ex¬ 
ample,  in  forecasting  future  sales,  a  typical 
starting  point  is  the  recent  past  history  of  sales. 
Recent  sales  information,  together  with  rele¬ 
vant  information  about  the  economy,  con¬ 
sumer’s  habits,  competitor’s  potential  moves, 
and  the  company’s  output  possibilities  can  all 
be  fed  as  information  into  automatic  data  proc¬ 
essing  machines  programed  to  digest  all  this 
information  and  compute  one  or  more  answers 
about  future  sales.40 

The  human  mind  tends  to  take  complex  in¬ 
formation  and  deal  with  only  one  pair  of  var¬ 
iables  at  a  time.  Automatic  data  processing 
machines  do  not  have  this  limitation.  For  ex¬ 
ample,  automatic  data  processing  machines 
are  used  in  air  defense.  The  air  defense  infor¬ 
mation  machine  takes  information  from  radar 
observations  to  compute  the  presence,  speed, 
direction,  and  probable  course  of  enemy 
planes.  It  also  has  fed  into  it  the  strength  and 
disposition  of  defense  forces.  The  machine 
is  able  to  turn  out  a  set  of  tactical  instructions 
giving  the  best  military  response  to  the  enemy 
attack.  These  are  complex  decisions,  made 
rapidly.  They  are  presumed  to  be  better  de¬ 
cisions  than  could  be  made  by  a  human  being 
digesting  the  same  kind  of  information.  Au¬ 
tomatic  data  processing  machines  have  built 
into  them  memory  devices.  Such  memory  de¬ 
vices  are  essential,  for  they  permit  the  ma¬ 
chines  to  store  up  information  as  well  as  to 
process  it.  Such  stored  information  can  be 
programed  for  recall  when  needed.  Hence  au¬ 
tomatic  data  processing  machines  can  receive 
and  process  data  rapidly,  relating  it  as  desired 
to  stored-up  information. 

The  President  of  the  International  Business 
Machines  Corporation  has  estimated  that  by 
1966  at  least  ten  thousand  such  machines  will 
be  in  use  by  business  and  government.  Some¬ 
thing  of  the  order  of  170,000  people  will  be 
needed  to  program,  maintain,  and  process  in- 
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formation  received  from  all  these  machines.41 

It  seems  clear  that  automation  of  informa¬ 
tion  gathering  and  analysis  will  make  business 
decisions  more  complex  and  more  rational. 
Less  and  less  dependence  will  be  placed  on 
executives’  memories,  or  their  “feel”  for  a 
situation.  Great  stress  will  be  placed  on  maxi¬ 
mum  acquisition  of  information,  and  its  com¬ 
plex  analysis,  as  a  basis  for  operating  deci¬ 
sions.  Senator  Ralph  E.  Flanders,  Republican 
of  Vermont,  illustrated  this  in  his  testimony  be¬ 
fore  the  Joint  Congressional  Sub-committee 
studying  automation.  In  a  company  about 
which  he  had  knowledge  an  early  type  of  data 
processing  machine  was  installed,  primarily  as 
a  labor  saving  step.  It  was  discovered  that  so 
much  more  important  information  became 
available  to  management  that  the  company 
executives  asked  more  and  more  questions 
about  their  business.  The  result  was  that  more 
people  were  employed  to  use  the  automatic 
data  processing  equipment  than  had  been  true 
with  hand  accounting  methods.  Furthermore, 
management  felt  it  was  doing  a  much  better 
job  of  running  the  company  because  its  de¬ 
cisions  were  improved.42 

Top  management  will  increasingly  ask  more 
penetrating  questions  about  its  business.  There 
are  relatively  few  questions  about  business 
operations  that  cannot,  in  principle,  be  an¬ 
swered.  It  will  no  longer  suffice  for  an  execu¬ 
tive  to  say,  “If  we  really  knew,  then  we  could 
decide.”43  Executives  can  now  ask  “what”  or 
“why”  and  be  reasonably  certain  that  auto¬ 
matic  data  processing  can  produce  answers 
better  than  the  most  “educated  guess”  of  any 
of  their  colleagues.44 

The  period  of  the  intuitive  executive  and  the 
overpowering  tycoon  seems  to  be  closing.45 
Future  executives  will  be  men  with  sensitive 
intelligence,  schooled  to  comprehend  infor¬ 
mation  theory  and  the  relation  of  information 
to  decision  making. 

EXECUTIVE  RECRUITMENT 

Undoubtedly  there  will  be  a  marked  shift, 
over  the  long  run,  in  kinds  of  men  and  training 
suitable  for  executive  positions.46  We  can  ex¬ 
pect  to  see  growing  numbers  of  executives 
drawn  from  the  ranks  of  automation  technolo¬ 


gists  and  specialists.  Such  executives  will  be 
men  thoroughly  familiar  with  automation,  but 
most  important,  these  future  executives  will  be 
capable  of  comprehending  the  broad  sweep  of 
the  Industrial  Revolution. 

Ultimately,  programing  of  data  processing 
machines  and  of  production  equipment  de¬ 
pends  on  asking  an  imaginative  set  of  ques¬ 
tions.  Executives  of  our  automated  technology 
are  going  to  be  under  continuous  pressure  to 
exhibit  real  ingenuity  in  asking  questions  about 
the  affairs  over  which  they  exercise  direction. 
There  will  be  constant  incentives  to  be  curious 
about  things  in  ways  productive  of  usable 
answers. 

An  interesting  paradox  will  result  from  the 
new  background  training  needed  by  automa¬ 
tion  executives.  On  the  one  hand,  their  knowl¬ 
edge  must  inevitably  be  specialized  with  respect 
to  science  and  technology.  On  the  other  hand, 
knowledge  of  science  and  technology  may  not 
generate  constructive  imagination  to  see  the 
full  potentiality  of  the  new  technology.  Conse¬ 
quently,  the  training  of  future  executives  may, 
of  necessity,  require  a  strong  emphasis  on 
broad  liberal  arts  schooling  to  develop,  to  a 
maximum,  facility  with  constructive  imagina¬ 
tion.  Human  consequences  of  automation  must 
necessarily  enter  into  the  calculations  of  its 
growth  and  development.  To  ask  significant 
questions  about  these  human  consequences, 
the  future  executive  will  need  schooling  in 
depth  in  the  social  and  behavioral  sciences. 
Social  values  and  value  judgments  will  also 
enter  into  future  business  decisions  controlling 
and  using  automation.  Future  executives  will 
want  adequate  preparation  in  philosophy,  his¬ 
tory,  and  other  liberal  disciplines  in  order  to 
understand  the  past  history  of  social  values 
as  a  basis  for  future  value  judgments. 

In  Chapter  21  we  examine  managerial  lead¬ 
ership.  A  number  of  the  problems  of  leader¬ 
ship  are  there  analyzed  in  detail.  It  is  enough 
to  suggest  at  this  point  that  the  leadership  func¬ 
tions  of  the  future  executive  will  be  more  com¬ 
plex  and  taxing  than  at  present. 

STANDARDIZING  SUPERVISORY  FUNCTIONS 

The  concepts  of  programing  machine  opera¬ 
tions  will  be  carried  over  into  the  control  of 
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management  organizations.  This  will  be  par¬ 
ticularly  true  in  the  control  and  direction  of 
supervisory  functions. 

In  Chapter  20  we  will  examine  management 
as  bureaucracy.  One  of  the  central  themes  of 
that  chapter  is  the  continual  rationalization  and 
standardization  of  command  functions.  Com¬ 
mand  functions  can  be  viewed  as  an  analogue 
to  programing  of  automatic  operations.  Pro¬ 
graming  is  giving  command  to  the  equipment 
being  controlled.  In  an  analogous  way,  super¬ 
visory  functions  can  be  programed  so  that 
they  become  highly  standardized  for  the  func¬ 
tionary. 

It  is  probable  that  the  parallel  between  auto¬ 
matic  programing  of  equipment  and  standardi¬ 
zation  of  command  functions  will  be  quickly 
recognized  by  the  upper  echelons  of  manage¬ 
ment.  The  inevitable  result  will  be  standardiza¬ 
tion  of  supervisory  functions  along  the  lines  of 
automatic  programing. 

As  in  the  control  of  machines,  command 
functions  are  essentially  concerned  with  insur¬ 
ing  that  expected  behavior  will  be  carried  out. 
To  insure  expected  behavior  from  human  be¬ 
ings  entails  rules,  regulations,  and  other  meth¬ 
ods  of  predetermining  choices  of  action  in 
given  situations.  In  our  present  mechanized 
technology  supervisors  perform  other  func¬ 
tions  in  addition  to  command.  As  these  other 
functions— like  scheduling  of  output,  or  control 
of  scrap  loss  are  incorporated  into  the  auto¬ 
matic  controls,  supervisors  will  be  left  pri¬ 
marily  with  command  over  human  work  forces 
as  their  major  function. 


Many  of  those  directed  will  be  specialists 
largely  controlling  their  own  work  behavior. 
Supervisors  will  then  have  fewer  functions  to 
perform  regarding  their  many  subordinates 
capable  of  directing  their  own  activities.  The 
remaining  command  activities  of  supervisors 
will  be  subjected  to  standard  procedures  for 
which  supervisors  become  the  administrators. 

We  are  suggesting  that  the  leadership  func¬ 
tions  in  business  organizations  will  be  further 
centralized  at  top  executive  levels.  In  the  mid¬ 
dle  reaches  and  supervisory  levels  of  manage¬ 
ment,  command  activities  will  be  emphasized 
and  these  will  be  standardized. 


INCREASED  SCOPE  OF  MANAGEMENT 

Automation  does  not  merely  change  produc¬ 
tion  technology.  Automation  has  very  wide 
implications  for  the  whole  web  of  society.  In¬ 
dustrial  managers  who  are  initially  responsible 
for  introducing  the  technological  changes  will 
have  impressed  upon  them  the  correlated  con¬ 
sequences  for  the  society  as  a  whole. 

A  laissez-faire  outlook  simply  will  not  suf¬ 
fice  for  the  future.  Indeed,  the  feedback  of  the 
consequences  of  industrial  automation  on  the 
welfare  of  the  business  community  will  be  im¬ 
mediate  and  direct.  Industrial  executives  will 
have  to  take  this  feedback  into  account  in 
their  business  decisions.  This  will  move  them 
rapidly  into  areas  of  social  welfare  that  have 
been  the  traditional  province  of  other  insti¬ 
tutions. 


FURTHER  CONSEQUENCES  OF  AUTOMATION 


A  number  of  additional  consequences  of 
automation  are  readily  evident.  We  cannot 
here  deal  with  them  in  detail.  However,  we  can 
at  least  indicate  some  of  the  central  issues  in¬ 
volved. 


MASS  CONSUMPTION 

The  potential  for  vastly  increased  output 
that  automation  promises  requires  a  balancing 
increase  in  consumption.47  This  problem  is 
epitomized  in  the  reported  conversation  be¬ 


tween  Walter  Reuther,  President  of  the  United 
Automobile  Workers  Union,  and  a  Ford  exec¬ 
utive.  On  a  visit  to  the  highly  automatic  Cleve¬ 
land  plant  of  the  Ford  Motor  Company,  one  of 
the  Ford  executives,  pointing  to  a  series  of  au¬ 
tomatic  loading  machines,  teasingly  said  to 
Mr.  Reuther,  “You  will  have  a  hard  time  col¬ 
lecting  overtime  for  those  guys.”  Reuther  re¬ 
plied,  “And  you  will  have  a  hard  time  selling 
them  Fords.” 

Our  economic  system  may  be  modified  in 
order  to  provide  mass  consumption  for  in¬ 
creased  output.  Labor  unions  are  now  pressing 
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for  such  devices  as  guaranteed  annual  wages 
and  automatic  increases  in  hourly  rates,  so  that 
workers  may  share  the  increased  output  of 
automated  equipment.  These  programs  are  al¬ 
ready  incorporated  in  important  collective  bar¬ 
gaining  agreements.  They  may  become  more 
widespread  in  the  future. 

Management’s  general  answer  to  union  de¬ 
mands  for  guarantee  of  income  to  provide  mass 
purchasing  power  has  been  this.  The  lowered 
unit  costs  of  products  of  automation  will 
continue  to  provide  the  mass  markets  for  such 
goods.  Furthermore,  the  continual  growth  of 
the  total  economy  will  absorb  all  displaced 
workers  and  the  estimated  700,000  new 
workers  annually  added  to  the  labor  force. 
From  management’s  standpoint,  lower  unit 
prices  and  continual  growth  in  the  gross  na¬ 
tional  product  will  sustain  mass  markets  for 
the  output  of  our  automated  technology. 

Unions,  operating  on  a  “here  and  now”  out¬ 
look,  see  immediate  prospects  of  technological 
unemployment,  lower  total  purchasing  power 
as  a  result,  and  the  severe  personal  problems  of 
those  displaced  from  present  employment.  It 
is  probable  that  union  demands  for  protection 
represent  realistic  ways  for  handling  the  transi¬ 
tion  to  automation-.  At  the  same  time,  manage¬ 
ment  predictions  of  lower  unit  costs  and  a 
continually  expanding  economy  may  be  a  real¬ 
istic  forecast  of  the  long  run  solution  to  the 
problem  of  mass  consumption.  It  may  turn 
out  that  the  views  of  these  contending  groups 
are  complementary  rather  than  opposed.  Union 
programs  cover  the  short  run;  management 
predictions  take  a  broader  outlook. 

WAGES 

The  general  upgrading  of  the  labor  force 
that  automation  promises  will  raise  average 
wage  levels.  This  will,  of  course,  contribute  to 
the  solution  of  the  mass  purchasing  problem. 

Our  present  systems  of  wage  determination, 
as  discussed  in  Chapter  1 3,  take  skill  and  train¬ 
ing  as  fundamental.  If  these  systems  are  re¬ 
tained,  there  is  no  question  that  the  upgrading 
of  the  labor  force  into  higher  skill  jobs  will 
raise  the  general  wage  level. 

WEALTH  DISTRIBUTION 

There  are  opposing  economic  needs  that 
accompany  automation.  Vastly  increased  capi¬ 


tal  investment  is  required  to  purchase  expen¬ 
sive  automated  equipment,  but  the  mainte¬ 
nance  of  purchasing  power  requires  sufficient 
spendable  income  in  the  hands  of  consumers. 

It  is  estimated  that  the  investment  for  ma¬ 
chinery  and  equipment  in  automated  produc¬ 
tion  is  roughly  ten  times  as  great  per  worker  as 
in  our  present  technology.  Thus,  in  the  United 
States  in  1952  the  average  machinery  invest¬ 
ment  for  a  production  worker  in  an  automated 
plant  was  as  much  as  $100,000.  For  automa¬ 
tion  to  be  accomplished,  it  is  necessary  that 
the  amount  of  investment  capital  be  materially 
expanded.48 

Paralleling  the  need  for  large  amounts  of 
capital  is  the  need  for  large  amounts  of  con¬ 
sumption  income  if  our  level  of  living  is  to  be 
sustained,  let  alone  improved.  Some  examples 
of  the  increased  output  potentials  of  automated 
equipment  will  highlight  this  point.  New  auto¬ 
matic  machines  enable  four  men  to  turn  out 
eight  times  as  many  phonograph  records  as 
250  men  had  previously  produced.  An  auto¬ 
mobile  engine  part  that  was  once  produced  at 
the  rate  of  38  an  hour  by  five  men  and  two 
machines  is  now  produced  by  one  man  with 
one  machine  at  the  rate  of  750  an  hour.49 

The  contrast  between  capital  needs  and  con¬ 
sumer  needs  neatly  poses  the  issue  of  wealth 
distribution  in  the  economy.  Will  there  be  a 
shift  in  favor  of  capital  funds  to  finance  the 
new  machine?  Will  there  be  a  shift  toward 
consumer  income  to  provide  sustaining  pur¬ 
chasing  power  for  output?  Will  the  total  level 
of  spendable  income  be  increased  sufficiently 
to  satisfy  the  needs  of  both  of  these  expenditure 
categories  without  changing  the  relative  distri¬ 
bution  to  each?  These  are  serious  questions 
of  economic  policy  whose  analysis  is  beyond 
the  scope  of  this  book.59  We  assume  that  social 
policy  forbids  a  decrease  in  the  level  of  living 
in  favor  of  building  up  our  new  technology. 


COLLECTIVE  BARGAINING 

In  a  companion  volume,  Working  Union- 
Management  Relations,  we  present  a  thorough 
consideration  of  collective  bargaining.  At  this 
point  we  can  only  suggest  that  the  revolution¬ 
ary  change  in  production  technology  caused  by 
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automation  will  have  important  effects  on 
collective  bargaining. 

Automated  production  will  lead  to  new 
types  of  workers.  This  will  affect  present  juris¬ 
dictions  of  labor  unions.  It  will  create  problems 
of  membership  recruitment.  It  will  mean  labor 
unions  will  recruit  more  and  more  well  trained 
people,  many  of  whom  will  have  a  self-image 
of  a  professional  or  semi-professional. 

The  issues  of  collective  bargaining  and  their 
methods  of  resolution  will  also  be  modified. 
The  use  of  automatic  data  processing  by  man¬ 
agement  will  provide  management  bargainers 
with  many  more  facts  at  the  bargaining  table. 
It  is  not  unlikely  that  unions  will  make  use  of 
similar  automated  data  processing  equipment 
to  buttress  their  own  factual  position  at  the 
bargaining  table.  We  may  then  anticipate  a 
growing  need  for  highly  sophisticated  bargain¬ 
ers  on  both  sides.  Furthermore,  the  conduct 
of  bargaining  will  place  greater  reliance  on 
the  preparation  and  presentation  of  the  facts 
than  on  their  interpretation.51 

The  power  of  unions  and  their  memberships 
to  face  management  will  probably  be  increased 
as  a  consequence  of  automation.  That  is  to 
say,  the  specialists  in  automated  production 
and  the  workers  who  keep  automated  equip¬ 
ment  going  will  have  more  important  functions 
to  perform  in  production.  They  will  also  have 
more  exclusive  control  over  these  functions  by 
virtue  of  specialized  and  technical  training. 
Consequently,  we  might  anticipate  that  the 
unions  of  the  long  run  future  will  have  en¬ 
hanced  bargaining  power  because  of  the  incre¬ 
ments  of  power  held  by  their  memberships  in 
production  operations.  Granting  that  our  pres¬ 
ent  free  collective  bargaining  will  continue,  it 
seems  likely  that,  over  the  long  run,  labor 
unions wvih  be  able  to  make  better  deals  for 
their  members  than  now. 

It  can  also  be  anticipated  that  the  issues  of 


hours  of  work,  and  number  of  days  of  work 
will  become  more  prominent.52  As  automation 
is  extended,  unions  will  increasingly  emphasize 
payoff  for  work  in  the  coin  of  leisure  time. 

We  can  also  expect  that  with  standardization 
of  supervisory  command  functions  will  come 
greater  centralization  of  bargaining  on  both 
sides.  The  basic  issues  in  collective  bargaining 
will  be  handled  directly  by  top  company  and 
union  executives.  Top  executives  will  come 
into  the  discussion  of  issues  earlier,  and  fewer 
issues  will  be  handled  by  lower  level  officials. 

LEISURE 

It  is  safe  to  predict  that  those  who  work  in 
the  future  will  have  more  leisure  than  workers 
of  today.53  It  also  seems  likely  that  the  young 
and  the  old  can  be  assured  of  freedom  from 
productive  labor.  The  young  will  be  kept  in 
schools  until  later  ages  to  equip  them  with  the 
necessary  technical  training  and  knowledge 
to  become  effective  workers  with  automation. 
Older  workers  may  be  retired  at  relatively  early 
ages  to  enjoy  freedom  from  productive  labor 
in  their  later  maturity.54 

If  more  leisure  seems  to  be  the  prospect  for 
the  future,  we  can  look  for  new  industries  to 
cater  to  leisure-time  needs  of  the  population.55 
For  the  young,  greater  emphasis  will  be  put 
on  schooling  and  vast  investments  made  in  our 
school  systems.  For  workers  and  those  who 
are  retired,  organized  recreation  and  cultural 
activities  will  probably  grow  very  rapidly  to 
fill  the  increased  leisure  time  available.  It  is 
not  too  far-fetched  to  suggest,  for  example, 
that  we  will  preserve  handicraft  skills  in  our 
society  by  an  accelerated  growth  in  “do  it 
yourself”  activities.56  Such  activities  will  result 
in  only  minor  economic  output,  but  will  have 
significance  as  a  source  of  personal  satisfaction 
in  craftsmanship  and  creativity. 


AUTOMATION  IS  FOR  THE  FUTURE 


We  opened  this  chapter  by  suggesting  that 
automation  is  already  upon  us,  but  only  in 
its  beginning  phases.  There  is  still  a  consider¬ 
able  period  of  time,  perhaps  as  much  as  a 
generation,  before  automation  will  become 


the  characteristic  technology  of  modem  pro¬ 
duction.  Therefore,  many  of  the  predictions 
contained  in  this  chapter  are  necessarily  spec¬ 
ulative  in  character.  Nevertheless,  it  is  be¬ 
lieved  these  predictions  are  well  grounded  on 
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available  facts.  They  may  be  modified  in  detail, 
but  their  general  outlines  appear  highly  prob¬ 
able. 

We  are  still  living  with  a  mechanized  tech¬ 
nology.  We  still  have  to  understand  and  ana¬ 
lyze  what  now  exists,  as  well  as  ponder  the 
future. 

The  present  state  of  our  industrial  tech¬ 
nology  is  a  period  of  rapid  transition.  We  are 
moving  from  the  climax  of  the  first  Industrial 
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Revolution  into  the  infancy  of  the  second. 
The  next  six  chapters  of  this  section  of  the 
book  are  oriented  primarily  toward  the  cli¬ 
mactic  phase  of  our  first  Industrial  Revolution. 
That  is,  we  are  analyzing  the  current  reality 
of  getting  work  done  in  the  major  sectors  of 
our  economy.  Keep  in  mind,  however,  that 
our  present  stage  of  technological  evolution 
is  but  prelude  for  a  vastly  different  future. 
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Cylinder  blocks  coming  off  the  roller 
conveyor  ore  picked  up  and  hookedby 
these  foundrymen  onto  the  chain  con¬ 
veyor  that  takes  the  blocks  to  a  sand 
blasting  operation  for  cleaning.  These 
men  are  motivated  to  work  by  the  ex¬ 
pectations  built  into  the  society  that 
able-bodied  men  will  work  for  a  living. 
They  will  continue  to  work  at  hard 
and  unchallenging  jobs  because  this 
social  motivation  keeps  them  at  work. 
Does  the  reflective  mood  of  the  man 
facing  you  suggest  the  level  of  his 
morale? 


Chapter 
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MOTIVATION  AND  MORALE 


I  low  are  people  motivated  to  work  and 
keep  working?  What  happens  to  their  work  as 
their  morale  changes?  We  want  to  discover 


how  motivation  and  morale  relate  to  work  or¬ 
ganizations,  and  the  extent  to  which  they  are 
built-in  features  of  them. 
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MOTIVATION 


Motivation  may  be  seen  as  the  forces  main¬ 
taining  human  activity.  Morale  is  the  amount 
of  zeal  and  zest  people  have  for  their  activities. 
The  next  chapter  deals  with  incentives,  which 
are  intimately  related  to  motivation  and 
morale.  We  will  therefore  suggest  at  this  point 
a  definition  of  incentives,  reserving  for  the 
following  chapter  their  detailed  analysis.  In¬ 
centives  are  the  inducements  placed  along  the 
course  of  on-going  activities,  keeping  the  ac¬ 
tivities  directed  toward  one  goal  rather  than 
another.  Motivation,  morale,  and  incentives 
are  distinctive  aspects  of  a  person’s  connec¬ 
tions  with  his  work  organization. 

MOTIVATION  DEFINED 

Motivation  may  be  defined  as  the  complex 
of  forces  starting  and  keeping  a  person  at 
work  in  an  organization.  To  put  it  generally, 
motivation  starts  and  maintains  an  activity 
along  a  prescribed  line.  Motivation  is  some¬ 
thing  that  moves  the  person  to  action,  and  con¬ 
tinues  him  in  the  course  of  action  already  ini¬ 
tiated.  Furthermore — and  this  is  important — 
motivation  is  part  of  an  activity  at  work. 

Clearly  there  are  forces  inside  the  person 
starting  and  maintaining  activity.  Whether  we 
call  them  drives,  instincts,  wishes,  or  tension 
states,  they  can  be  described  as  mechanisms  of 
the  organism.  Psychologists  and  physiologists 
analyze  these  mechanisms.1 

It  is  also  clear  that  behavior  is  highly  or¬ 
ganized.  Impulses  to  act  have  to  find  ap¬ 
propriate  channels  of  expression.  The  social 
setting  of  behavior  defines  these  channels  of 
expression.  Analysis  of  the  channels  of  syste- 


Do  biological  drives  like  sex,  hunger,  or  the  re¬ 
duction  of  bodily  tension  make  these  men  work 
hard  in  cooperation  with  each  other?  Biological 
motivations  are  diffuse,  but  the  social  motivations 
for  working,  and  working  together,  are  specific  to 
the  society,  the  industry,  the  company,  the  job. 


matic  behavior — or  behavior  systems  as  we 
have  called  them — as  part  of  the  motivational 
field  surrounding  behavior  is  the  task  of  the 
sociologist.  This  is  the  viewpoint  of  our  study 
of  work.2 

BIOLOGICAL  MOTIVATION  IS  DIFFUSE 

A  wide  variety  of  schemes  have  been  pro¬ 
posed  by  different  kinds  of  behavioral  scien¬ 
tists  for  describing  and  analyzing  motivation. 
We  can  take  our  choice.  There  is  the  relatively 
simple  formulation  of  W.  I.  Thomas,  who  saw 
people  motivated  towards  new  experience,  re¬ 
sponse,  recognition,  and  security.3  There  was 
the  very  complex  formulation,  now  discarded, 
of  psychologists  of  the  instinctivist  school  who 
assume  an  instinct  as  the  basis  for  each  separ¬ 
ate  and  distinct  kind  of  human  activity. 

In  recent  years  behavioral  scientists  are 
more  or  less  agreed  that  there  is  not  a  general 
cause  and  effect  connection  between  specific 
psychological  motivation  mechanisms  and  spe¬ 
cific  behaviors.  The  reasons  for  this  are  simple. 
It  has  been  found  repeatedly  that  the  same  ac¬ 
tivities  can  apparently  be  the  consequence  of 
quite  different  motivating  forces.  It  has  also 
been  found  that  the  same  motivating  force  can 
give  rise  to  widely  different  activities.  As  a 
consequence  it  is  difficult,  if  not  impossible, 
to  see  a  one-to-one  relationship  between  some¬ 
thing  called  a  motivating  force  inside  the  per¬ 
son,  and  a  resulting  activity.  The  current  view 
suggests  that  internal  motivating  forces  start 
the  human  being  in  action,  and  keep  his  ac¬ 
tivity  going,  but  that  we  have  to  look  outside 
the  person  for  the  determinants  of  particular 
action  patterns.4 
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The  situation  clarifies  from  an  analytical 
standpoint  if  we  turn  our  attention  to  the  so¬ 
cial  practices  that  organize  human  activities. 
It  is  here,  in  the  analysis  of  social  structure, 
that  we  find  the  pathways  along  which  human 
activity  is  directed.  The  society  comes  to  define 
each  activity  as  to  the  point  of  its  origin,  the 
nature  of  its  initiating  behavior,  the  manner 
in  which  it  is  continued,  and  the  point  of  its 
termination.  The  society  defines,  for  example, 
what  earning  a  living  means;  what  being  a 
father  means;  and  the  activities  that  are  re¬ 
lated  to  being  an  entertainer. 

It  is,  in  a  sense,  immaterial  from  the  stand¬ 
point  of  society  what  drives  underlie  the  activ¬ 
ity  of  men  who  are  fathers,  for  example.  Some 
might  become  fathers  as  a  consequence  of  an 
incidental  sex  act;  others  because  they  like 
children;  and  still  others  because  of  the  au¬ 
thority  the  position  would  give  them  in  di¬ 
recting  the  lives  of  their  offspring.  In  the  social 
system  these  internal  motivations,  however 
diverse,  are  of  relatively  little  import  in  defin¬ 
ing  what  a  father  is  and  how  he  shall  behave. 

Similarly,  it  makes  relatively  little  difference 
to  a  business  firm  whether  its  junior  executives 
are  motivated  toward  advancement  by  vanity, 
by  keeping  up  with  the  Joneses,  by  lust  for 
authority,  by  a  miserly  desire  to  accumulate 
wealth,  or  by  a  dedication  to  the  interests  of 
the  business  firm.  Any  and  all  of  these  personal 
motivations  in  any  combination  might  be 
found  in  a  typical  cross  section  of  junior  exec¬ 
utives.  To  the  business  firm  the  main  thing  is 
that  all  of  this  cross  section  of  its  future  prin¬ 
cipal  officers  are  strongly  motivated  towards 
achieving  the  terminal  positions  of  leadership 
in  the  firm.5  Granting  these  diverse  drives  to¬ 
ward  promotion  and  success,  the  business  firm 
can  use  various  forms  of  incentives  to  encour¬ 
age  the  junior  executives  to  keep  striving  to¬ 
ward  their  success  goals. 

It  should  be  clear,  then,  that  if  we  view 
motivation  from  the  standpoint  of  driving 
forces  within  the  person,  it  must  be  considered 
a  general,  rather  than  a  specific  attribute  of 
the  individual.  The  sum  total  of  human  drives 
can  be  seen  as  the  forces  that  keep  the  human 
being  in  a  state  of  sustained  activity.  These 
forces  are,  in  most  instances,  difficult  to  de¬ 
tect  in  or  infer  from  a  given  line  of  activity. 

From  the  standpoint  of  the  society,  or  any 


given  organization  within  the  society,  the  mini¬ 
mum  test  that  is  made  of  each  individual  is 
his  capacity  for  activity.  Only  those  individuals 
incapable  of  purposeful  activity  are  rejected. 
Thus,  society  and  its  formal  organizations  tend 
to  set  aside  those  individuals  who  are  so  dis¬ 
sociated  from  reality  that  their  activity  bears 
no  relationship  to  their  immediate  environ¬ 
ment.6  Also  rejected  are  those  individuals  who 
are  so  overpowered  by  their  environment  that 
they  are  in  a  state  of  literal  paralysis  for  mean¬ 
ingful  activity. 

Granting  the  capacity  for  meaningful  activ¬ 
ity  on  the  part  of  most  human  beings,  their  be¬ 
havior  can  be  directed  in  specific  and  concrete 
ways.  The  systems  for  achieving  direction  of 
activity  are  the  systems  of  motivation  with 
which  we  are  primarily  concerned  here.  We 
will  see  below  that  motivation  is  sustained -by 
social  structure.  We  will  examine  specific  ways 
in  which  this  is  done. 

MOTIVATION  AND  SOCIAL  STRUCTURE 

Social  structure  channels  and  sustains  moti¬ 
vation.  We  can  examine  this  proposition  from 
two  standpoints:  (A)  from  the  standpoint  of 
the  basic  socialization  of  the  person  as  a 
citizen  of  society;  and  (B)  from  the  stand¬ 
point  of  learning  to  behave  in  specific  organi¬ 
zations  in  which  the  individual  carries  out 
much  of  his  daily  activity. 

The  social  structure  sustains  motivation  in 
a  specific  way.  When  a  person  internalizes  a 
value,  norm,  goal,  or  behavior  pattern,  these 
become  guides  for  future  activity.7  Internali¬ 
zation  means  acceptance  into  the  personal  be¬ 
havior  systems,  and  ways  of  thinking.  It  means, 
literally,  putting  inside  the  social  personality, 
modes  of  activities  and  thoughtways  so  they 
become,  in  the  future,  the  bases  for  behavior 
and  thought.  These  activities  and  thoughtways, 
in  turn,  have  their  origins,  for  any  given  per¬ 
son,  in  social  experience.8 

We  can  now  recognize  the  circular  course 
of  social  motivation.  Social  experience  pro¬ 
vides  the  substance  internalized  by  the  person. 
Once  internalized,  the  behavior  systems  and 
thoughtways  become  the  motivational  bases 
for  future  behavior.9  After  they  are  learned 
the  social  behavior  patterns  become  the  per- 
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son’s  chosen  channels  for  initiating,  sustain¬ 
ing,  and  completing  activities. 

Of  particular  consequence  as  a  motivation 
is  the  “payoff”  resulting  from  chosen  be¬ 
haviors.  Society  defines  the  “payoff”  for  ac¬ 
ceptable  individual  behavior  in  the  rewards 
they  bring.  These  rewards  are  general  rather 
than  specific.  For  example,  a  youngster  is  con¬ 
stantly  reminded  to  be  a  good  child.  The  adults 
fostering  childhood  “goodness”  reward  the 
right  responses  with  affection,  approval,  and 
acceptance.  This  kind  of  reward  can  be  sum¬ 
marized  as  payment  in  “status  coin.”  Adults, 
and  particularly  parents,  pay  good  children  in 
the  currency  of  higher  ascribed  status  than  bad 
children. 

From  this  same  example  we  can  also  learn 
the  difference  between  motivation  and  incen¬ 
tive.  Offering  a  child  a  piece  of  candy  if  he 
eats  his  spinach  is  an  incentive  to  complete  a 
specific  activity.  According  the  same  child 
high  status  for  being  a  good  youngster  in  all 
his  activities  builds  a  motivational  system. 
When  the  notions  of  goodness  are  internalized 
by  the  child,  he  has  standards  for  choosing 
channels  of  behavior  in  all  areas  of  social 
interaction.10 

Social  motivational  systems  define  their  re¬ 
wards  for  acceptable  individual  behavior  in 


terms  of  basic  human  relationships.11  The 
“payoff”  is  in  “power  pay,”  or  “authority 
pay,”  or  “status  pay.”  Correct  behavior  may 
be  rewarded  by  the  opportunity  to  perform 
more  important  functions,  or  to  assume  ex¬ 
clusive  control  of  some  functions;  the  reward 
is  power.  Such  behavior  may  lead  to  the  as¬ 
sumption  of  a  decision-making  position  in  re¬ 
lation  to  others;  the  reward  is  authority.  Fi¬ 
nally,  socially  appropriate  behavior  may  be  ac¬ 
corded  higher  ranking,  being  rewarded  in 
“status  pay.”  It  is  in  this  sense  of  broad  types 
of  rewards  that  the  “payoff”  of  motivational 
systems  is  general  rather  than  specific. 

We  are  constantly  learning  to  value  and 
exhibit  the  behaviors  that  are  defined  by  our 
society  as  important  and  desirable.  From  early 
childhood  we  leam  correct  and  proper  be¬ 
havior  and  their  appropriate  rewards  as  well 
as  the  punishments  that  go  with  incorrect  and 
improper  activity.  By  the  time  we  reach  adult¬ 
hood  we  have  already  learned  a  great  deal 
about  the  specific  channels  of  behavior  that  are 
acceptable  in  our  society.  In  subtle  areas  we 
learn  that  there  are  kinds  of  rewards  that  are 
not  so  obvious  and  yet  extremely  important. 
The  esteem  of  one’s  peers,  the  ceremonial  rec¬ 
ognition  from  one’s  parents  or  superiors,  or 
the  applause  of  an  audience  are  all  kinds  of 


Once  committed  to  working,  the  motivations  that  sustain  productive  activity  come 
out  of  an  experience  in  a  work  organization.  Many  American  women  go  to  work 
even  though  they  are  not  compelled  to  by  pressures  in  the  larger  society.  Such 
work  usually  does  not  represent  a  permanent  career.  Yet  these  women  do  good 
work  because  they  internalize  the  motivation  patterns  of  their  organization, 
whether  it  be  in  office  or  factory. 
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rewards  to  which  we  are  early  conditioned  to 
respond  as  systems  of  motivation.  The  family, 
school,  church,  play  group,  and  athletic  team 
are  all  institutional  settings  in  which  the  grow¬ 
ing  child  learns  channels  of  proper  activity  and 
systems  of  reward  and  punishment.  In  this 
sense,  then,  the  individual  has  already  learned 
the  basic  motivational  patterns  of  his  society 
before  he  is  thrown  as  an  adult  into  active  par¬ 
ticipation  in  work  organizations. 

In  the  work  organization  the  adult  learns 
the  motivation  system  that  is  specific  to  that 
institutional  setting.  There  is  real  continuity 
between  childhood  experiences  in  the  society 
and  adult  experiences  in  the  work  organization. 
The  work  organization  builds  its  motivation 
systems  on  societal  foundations.  What  hap¬ 
pens  at  work,  however,  is  that  these  social 
motivation  patterns  are  made  more  specific. 
They  are  also  made  appropriate  to  the  work 
performed. 

Motivational  rewards  in  the  form  of  “power 
pay”  become,  at  work,  the  conferring  of  in¬ 
creased  responsibility  for  job  functions.- For 
example,  a  man  may  be  rewarded  by  being 
given  sole  responsibility  for  turning  a  valve 
at  a  critical  moment  in  a  liquid  distilling  proc¬ 
ess,  a  responsibility  that  he  alone  has,  and  that 
is  highly  essential  in  producing  the  proper  dis¬ 
tillates.  The  reward  of  “authority  pay”  may 
be  promotion  to  the  ranks  of  management, 
directing  others  in  doing  their  work.  High 
“status  pay”  may  come  as  a  result  of  excep¬ 
tional  skill  in  doing  a  task. 

The  motivation  systems  are  not  the  same 
for  all  kinds  of  work  organizations.  The  moti¬ 
vational  patterns  for  a  clergyman  in  a  church 
organization  will  differ  markedly  from  those 
of  an  accountant  in  a  business  firm.  Further¬ 
more,  the  motivational  patterns  of  the  United 
States  Steel  Corporation  will  differ,  in  some 
respects,  from  those  in,  the  General  Motors 
Corporation.  Particular  systems  of  motivation 
have  some  characteristics  that  are  unique  for 
each  work  organization. 

There  is  a  very  real  learning  process  through 
which  every  individual  goes  in  becoming  a 
member  of  any  organization.  One  of  the  most 
important  things  learned  is  the  nature  of  the 
specific  motivation  systems  of  the  organization. 

Once  a  person  becomes  acclimated  to  his 
work  organization,  his  church,  his  fraternal 


clubs,  his  recreational  associations,  and  the 
like,  he  finds  that  his  particular  motivation  is 
largely  automatic  in  each  organizational  set¬ 
ting.  That  is  to  say,  once  accepted  by,  and 
accepting  membership  in,  an  organization,  the 
person  acknowledges  his  internalization  of  the 
motivational  patterns  established  by  that  or¬ 
ganization.  It  is  in  this  sense  that  the  systems 
of  motivation  are  sustained  by  the  organiza¬ 
tion,  or  the  social  structure. 

CONTINUITY  AND  STABILITY  OF  MOTIVATION 

Motivation  in  the  organization  is  continu¬ 
ous.  The  persons  composing  the  organization, 
once  they  become  a  part  of  it,  automatically 
fall  into  a  pattern  of  motivation  initiating  and 
sustaining  their  organization  activities. 

The  continuous  and  built-in  character  of 
motivation  has  already  been  examined  in  de- 
tial  in  Chapters  2-5.  There  we  analyzed  the 
behavior  systems  of  work  as  they  influenced 
the  components  of  jobs,  positions,  and  offices. 
At  the  end  of  Chapter  5  the  relationships  are 
summarized.  In  the  context  of  motivation, 
three  features  of  the  work  assignment — tasks, 
duties,  and  rights — are  seen  as  impersonal  en¬ 
vironmental  forces  molding  behavior  in  each 
work  assignment.12  They  channel  technical  ac¬ 
tivities  and  the  activities  concerned  with  gen¬ 
eral  behavior  in  the  work  organization.  The 
rights  associated  with  a  job  are  some  of  the 
specific  rewards  for  adequate  work  perform¬ 
ance. 

In  Chapter  5  we  also  analyzed  responsi¬ 
bility,  obligation,  and  privilege  as  components 
of  each  job,  position,  and  office.  These  three 
components  represent,  respectively,  the  per¬ 
sonal  internalization  of  the  work  values,  the 
emotional  commitment  to  these  values  through 
the  sense  of  obligation  about  work,  and  the 
rewards  coming  out  of  interpersonal  relations, 
in  the  form  of  privileges.13  Each  member  of 
the  work  organization  discovers  that  some  re¬ 
wards  of  his  work  come  in  the  form  of  rights 
and  privileges.  These  rewards,  in  turn,  re¬ 
quire  that  he  carry  out  the  tasks  and  duties  of 
his  work  and  that  he  do  so  with  at  least  mini¬ 
mum  responsibility  and  sense  of  obligation. 

We  may  conclude,  then,  that  in  the  very 
components  defining  work  assignments  are  to 
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be  found  the  channels  of  behavior  appropriate 
to  work,  and  the  rewards  that  re-enforce  com¬ 
pliance  with  these  selected  channels  of  be¬ 
havior.  The  molding  character  of  the  work  en¬ 
vironment  results  in  built-in,  continuous,  sys¬ 
tematic  motivation. 

There  is  a  permanence  to  the  systems  of 
motivation  in  organizations  that  tends  to  be 
little  affected  by  personnel  turnover  and  many 
other  kinds  of  changes.  There  are  several 
sources  for  this  stability.  The  first  and  most 
obvious  lies  in  the  general  purpose  and  philos¬ 
ophy  governing  the  existence  of  the  organiza¬ 
tion.  In  a  business  organization  where  the  fi¬ 
nancial  balance  sheet  is  one  of  the  primary 
indicators  of  economic  health,  it  is  scarcely 
surprising  that  emphasis  is  put  on  channeling 
motivational  patterns  in  financial  terms.  How¬ 
ever,  in  an  educational  institution  the  aca¬ 
demic  staff  can  scarcely  be  said  to  be  moti¬ 
vated  by  strictly  financial  gain.  In  many  in¬ 
stances  professors  could  do  far  better  finan¬ 
cially  in  other  pursuits.  We  can  understand 
professors’  motivational  patterns  if  we  know 
that  the  purpose  of  a  college  or  university  is 
not  to  earn  money,  but  to  produce  educated 
persons.  The  way  in  which  the  goals  of  the 
organization  affect  the  motivational  systems  is 
even  more  evident  in  a  religious  organization. 
Here  the  creed  of  self-sacrifice  and  devotion 
to  an  idealistic  goal  becomes  the  center  around 
which  the  motivational  system  is  built.  One 
tends  to  hold  suspect  the  preacher  who  drives 
a  Cadillac,  but  considers  saintly  the  one  whose 
clothes  are  threadbare.14 

A  second  source  of  the  stability  of  a  moti¬ 


vational  system  lies  in  the  fact  that  it  affects  a 
primary  bond  of  organization.15  The  motiva¬ 
tional  system  deals  directly  and  immediately 
with  the  attachment  of  the  person  to  the  or¬ 
ganization.  Changes  in  the  motivational  system 
may  entail  vital  and  often  disastrous  changes 
in  the  bond  between  member  and  organization. 
Consequently,  when  members  become  accli¬ 
mated  to  a  particular  motivational  system  in 
the  organization  in  which  they  operate,  they 
are  often  very  reluctant  to  accept  any  signifi¬ 
cant  changes  that  would  tend  to  redefine  their 
individual  relation  to  the  organization.  We 
can  see  here  the  roots  of  the  kind  of  resistance 
that  workers  are  likely  to  display  towards 
changes  in  the  financial  systems  of  rewards 
that  are  introduced  as  forms  of  incentives.  The 
very  changes  in  the  pay  system  are  likely  to 
be  viewed  as  a  fundamental  change  in  the 
worker-manager  relationship,  and  to  be  op¬ 
posed  as  a  consequence. 

We  can  then  conclude  that  a  system  of  moti¬ 
vation  is  an  essential  ingredient  in  any  organi¬ 
zation.16  Furthermore,  it  is  a  permanent  fea¬ 
ture  of  an  organization  and  tends  to  reflect  the 
nature  of  the  organization,  its  goals,  objectives, 
and  underlying  philosophy.17  The  motivational 
system  is  usually  well-understood  by  all  the 
participants  in  the  organization.  It  is,  further¬ 
more,  stable  and  permanent,  known  to  the 
managers  of  the  organization  as  well  as  its 
members.  Indeed,  a  motivational  system  could 
hardly  be  effective  unless  it  is  understood,  and 
its  operations  evident  to  all  those  affected  by 
it.18 


MORALE 


There  have  been  times  in  reading  this  book 
when  you  were  easily  distracted  by  people 
around  you,  when  you  tired  beyond  your  phys¬ 
ical  fatigue,  and  when  you  felt  you  were  miss¬ 
ing  points.  It  is  an  author’s  hope  that  at  times 
you  read  with  interest,  profit,  and  compre¬ 
hension.  These  differences  were  in  you.  Your 
morale  fluctuated,  and  with  it  your  reading 
performance.  In  this  section  of  the  chapter  we 
will  analyze  the  character  of  morale  and  its 
influences  on  performance. 


MORALE  DEFINED 

Morale  is  the  zeal  with  which  an  activity  is 
carried  out.  The  higher  the  morale,  the  greater 
is  the  zeal  displayed  by  the  people  engaged  in 
an  activity.19  The  level  of  morale  may  de¬ 
termine  the  speed  and  competence  with  which 
a  task  is  carried  out. 

In  instances  where  much  is  at  stake  in  an 
operation,  morale  may  be  crucial  in  affecting 
the  responsibility  with  which  the  operation  is 
executed. 
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Morale  can  be  viewed  as  an  additive  to  mo¬ 
tivation.  We  are  suggesting  that  the  level  at 
which  activity  once  motivated  is  carried  out 
can  vary  widely,  the  determinant  of  the  level 
being  morale. 

Most  people  have  experienced  low  morale 
in  group  situations.  Even  though  morale  was 
low,  it  was  possible  for  the  group  to  carry  out 
tasks  and  complete  business.  Motivation  kept 
the  group  on  the  track,  but  the  level  of  its  out¬ 
put  was  low  because  of  low  morale.  Every  or¬ 
ganization  activity  requires  motivation  for  it 
to  be  initiated  and  carried  forward  and  even 
in  the  situation  where  morale  is  extremely  low, 
the  group  activity  can  go  forward  and  be  com¬ 
pleted.20 

MORALE  AND  INTERPERSONAL  RELATIONS 

Morale  is  the  product  of  a  specific  group 
situation.  It  is  the  consequence  of  the  imme¬ 
diate  operating  reality  in  which  the  person 
participates.  Morale  is  determined  by  a  'per¬ 
son’s  relations  to  his  associates  in  a  group, 
and  the  circumstances  surrounding  the  group’s 
activities.21 

The  morale  of  an  individual  may  fluctuate 
widely  even  in  a  single  day.  He  may  feel  in 
good  spirits  and  full  of  zest  with  his  family  in 
the  morning.  He  may  then  go  to  work  and  feel 
dispirited,  exhibiting  little  interest  in  his  work. 
A  return  of  zeal  may  come  that  evening  when 
he  engages  in  his  weekly  bowling  session  with 
friends.  A  downward  swing  of  morale  may 
end  his  evening  as  he  returns  home  beyond 
the  accepted  hour  and  meets  an  irate  wife  un¬ 
willing  to  accept  the  usual  excuses.  The  thing 
to  be  noted  about  this  example  is  that  we  can 
think  of  the  morale  of  the  individual  as  being 
specific  to  the  context  in  which  he  is  currently 
operating.  He  has  different  levels  of  morale 
at  home,  at  work,  in  his  recreation,  and  back 
home  again.  Not  only  who  he  is  with,  but  also 
the  circumstances  in  which  he  is  interacting 
with  them,  can  determine  the  level  of  his 
morale.  It  is  in  this  sense  that  we  can  think  of 
morale  as  being  immediate,  direct,  and  the 
consequence  of  the  specific  group  situation. 

In  the  life  history  of  a  group  there  may  be 
wide  fluctuations  in  morale.  Its  members  may 
have  periods  of  high  zeal  and  complete  devo¬ 


tion  to  group  goals.  At  other  times,  there  may 
be  much  bickering  and  fighting  and  lack  of 
unity.  These  variations  in  morale  level,  if  ana¬ 
lyzed  carefully,  would  correspond  to  changes 
in  relations  among  group  members,  or  changes 
in  the  group  environment.22 

Morale  is  developed  and  sustained  by  inter¬ 
personal  relations.  Direct  face-to-face  contact 
with  other  people  affects  morale.  When  con¬ 
tact  is  indirect  but  maintained  by  a  symbolic 
bond,  the  situation  may  have  the  same  conse¬ 
quence  for  morale  as  direct  face-to-face  con¬ 
tact.  The  worker  may  still  be  preoccupied  at 
work  about  his  relationship  with  his  wife,  even 
though  they  are  separated  by  the  distance  be¬ 
tween  home  and  work  place.  A  soldier  may 
have  his  morale  boosted  or  shattered  by  letters 
from  home  that  maintain  a  symbolic  group 
bond,  months  after  the  last  previous  face-to- 
face  contact. 

The  zeal  for  a  task  results  from  the  respon¬ 
sive  relationship  with  others  performing  the 
task.23  There  is  involved  here  first  of  all  the 
entire  network  of  social  interrelations  among 
people.  Much  of  this  relationship  takes  place 
at  a  conscious  and  verbal  level.  We  see  it,  for 
example,  in  the  banter,  the  “horse  play,”  and 
the  running  flow  of  conversation  among  co¬ 
workers.  At  another  level  there  is  implicit  in¬ 
teraction  that  is  bom  of  continuous  associa¬ 
tion.  There  may  be  an  unspoken  agreement, 
an  unspoken  unity,  and  an  unspoken  bond  of 
sympathy  that  tie  the  members  of  the  group 
together.  When  such  a  bond  unites  a  group, 
there  is  little  need  for  reenforcing  its  co¬ 
hesion  by  talking  about  the  things  making  for 
unity  in  the  group. 

The  morale  of  a  group  is  particularly  a 
consequence  of  the  network  of  interpersonal 
relations  among  its  members.  Where  unity  and 
solidarity  exist  we  might  expect  the  morale  to 
be  high.  Conversely,  where  there  is  discord 
and  disunion  we  might  expect  the  morale  to  be 
low. 

MORALE  AND  LEADERSHIP 

Some  kinds  of  groups  have  leaders  who  are 
in  direct,  face-to-face  contact  with  their  fol¬ 
lowers.  In  such  groups  the  interpersonal  rela¬ 
tions  between  leader  and  followers  will  have 
consequences  for  group  morale.  Indeed,  it  is 
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often  true  that  the  morale  of  a  group  results 
from  the  leadership  exercised  in  it.  This  is  a 
major  function  of  leadership  in  an  organiza¬ 
tion  (to  be  considered  in  detail  in  Chapter 
21).  By  virtue  of  a  personal  relation  between 
the  leader  and  his  followers,  the  leader  is  in 
a  key  position  to  make  or  break  the  morale  of 
the  follower  group.24 

While  it  is  true  that  the  leader  may  be  cru¬ 
cial  to  the  level  of  morale  in  the  group,  it  may 
also  be  true  that  groups  can  function  with  high 
morale  in  the  absence  of  a  leader.  Such  groups 
may  be  able  to  operate  temporarily  or  in  crisis 
situations  almost  as  effectively  without  a  leader 
as  with  one.  This  occurs  when  groups  are  com¬ 
posed  of  people  who  have  been  in  long-time 
association  with  each  other,  or  who  have  a 
high  degree  of  familiarity  with  the  circum¬ 
stances  under  which  the  group  operates,  and 
who  share  a  high  degree  of  confidence  in  each 
other.  The  removal  of  a  leader  from  such  a 
group  may,  indeed,  change  the  composition  of 
the  group  by  reducing  its  numbers  by  one,  and 
the  network  of  interactions  correspondingly, 
but  it  is  no  assurance  that  the  group’s  effective¬ 
ness  will  be  destroyed.  We  can  see  examples  of 
this  in  military  units,  in  prisons,  and  in  indus¬ 
trial  situations  in  which  a  recalcitrant  group 
may  be  punished  by  having  its  leader  removed. 
The  removal  of  a  leader  can  often  backfire  be¬ 
cause  of  the  sustained  quality  of  morale  in  the 
group,  and  its  capacity  to  direct  its  zest  to¬ 
ward  a  new  objective  of  thwarting  authority 
for  having  removed  the  group  leader. 

Leaders  in  face-to-face  work  groups  can 
gradually  build  and  sustain  the  level  of  morale 
of  the  group.25  Indeed,  it  can  be  suggested  that 
one  major  function  of  leadership  is  building 
and  maintaining  the  level  of  group  morale.26 

MORALE  FLUCTUATES 

Morale  tends  to  vary  through  time.  There 
are  points  at  which  the  morale  of  a  group  may 
be  high,  and  other  points  at  which  the  morale 
may  be  very  low.  The  modem  organization, 
composed  of  many  groups,  may  also  exhibit 
unevenness  in  the  level  of  morale  at  any  given 
time  in  a  cross  section  of  all  its  groups. 

The  fluctuating  character  of  morale  makes 
it  one  of  the  most  difficult  areas  of  manage¬ 
ment  concern.  Morale  is  not  only  basically 
difficult  to  manipulate,  but  it  is  also  difficult 


to  predict  very  far  into  the  future.27  The  pre¬ 
dictions  usually  made  about  levels  of  morale 
in  a  work  organization  are  based  on  highly 
simplified  models  of  what  affects  morale.  A 
management,  for  example,  that  has  persisted 
in  the  practices  of  paternalism,  may  assume 
that  the  morale  of  its  employees  is  high  be¬ 
cause  they  have  been  given  something  by  man¬ 
agement.  This  may  be  a  convenient  fiction  in 
terms  of  which  management  can  predict  levels 
of  morale  to  its  own  satisfaction.  But  like  all 
fictions,  the  accuracy  of  the  prediction  may 
be  very  low. 

We  can  find  the  roots  of  the  varying  char¬ 
acter  of  morale  in  several  factors.  There  is, 
first  of  all,  the  delicate  nature  of  interpersonal 
relations  to  be  taken  into  account.  People 
interact  with  each  other  in  subtle  and  often 
indirect  ways.  A  single  word,  a  particular  in¬ 
flection,  or  a  simple  gesture  may  be  sufficient 
cues  to  affect  the  behavior  of  a  worker.  The 
effect  of  the  cue  and  its  interpretation  by  its 
recipient  may  continue  for  many  hours,  or 
even  days,  after  the  moment  at  which  the  cue 
was  received. 

On  the  other  hand,  a  high  volume  of  inter¬ 
action  in  a  peculiarly  stylistic  fashion  may  be 
observed  in  a  group.  The  interaction  may  be 
continuous  over  long  periods  of  time,  but  have 
very  little  emotional  impact  on  its  participants. 
A  great  deal  of  the  running  conversation 
among  workers  focusing  on  sex,  sporting 
events,  and  personal  reminiscences  can  take 
on  a  stylistic  character  that  has  little  immediate 
effect  on  the  morale  of  the  group.  It  simply 
represents  a  way  of  passing  time  that  cannot 
be  spent  anywhere  but  at  the  work  place.  It 
was  notable,  for  example,  that  among  early 
hand  cigar  makers  the  monotony  of  the  task 
was  broken  by  hiring  one  of  their  fellows  to 
be  a  reader.  Each  cigar  maker  contributed  a 
portion  of  his  earnings  to  the  reader,  who 
made  no  cigars,  but  entertained  his  fellow 
workers.  The  interrelationship  between  the 
reader  and  his  listeners  was  well-defined  and 
continuous.  Yet  there  was  probably  relatively 
little  emotional  effect  from  the  inflection,  the 
rapidity,  the  expression  with  which  the  reader 
said  his  lines,  or  the  way  in  which  his  reading 
was  interpreted  by  his  listeners. 

A  second  cause  of  variable  morale  lies  in  the 
fact  that  each  individual  brings  his  outside  life 
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into  the  group  relationship.  What  has  hap¬ 
pened  to  each  person  in  the  time  that  he  has 
been  away  from  the  group  may  affect  how  he 
will  reenter  the  group  the  next  time.  If  a  worker 
has  left  home  after  a  serious  quarrel  with  his 
wife,  he  may  disturb  the  established  network 
of  personal  relationships  with  his  fellow  work¬ 
ers  when  he  reaches  the  job.  This  may  have 
the  effect  of  changing  the  level  of  morale  not 
only  of  himself  but  of  the  entire  group.  Thus, 
the  level  of  morale  of  a  group  is  peculiarly 
subject  to  the  differential  participation  of  each 
of  its  members. 

A  third  factor  affecting  morale  of  a  group 
is  its  sensitivity  to  its  environment.  Most  inti¬ 
mate  face-to-face  groups  are  dependent  on 
other  groups,  and  on  continuous  ties  with 
management  for  their  operating  effectiveness. 
Furthermore,  the  environment  in  which  the 
group  operates  may  change  from  day  to  day, 
or  even  from  hour  to  hour.  Consequently, 
work  groups  are  constantly  alert  to  changes 
in  their  environment,  and  react  to  such 
changes.28 

Changes  in  the  group  environment  may 
either  heighten  or  reduce  morale.  In  crisis  situ¬ 
ations  like  a  disaster,  for  example,  the  group 
may  rise  to  the  situation  with  superb  morale, 
performing  above  and  beyond  the  call  of  duty. 
On  the  other  hand,  the  discharge  or  transfer 
of  a  fellow  worker  from  an  intimate  work 
group  may  leave  the  remaining  members  un¬ 
happy  and  in  low  morale. 

Morale  does  vary.  Small  changes,  and  some¬ 
times  intangible  factors,  that  influence  morale 
within  a  group  make  it  difficult  to  manipulate 
morale  from  the  outside.  Managers  of  work  or¬ 
ganizations  often  seek  gadgets  and  gimmicks 
that  are  supposed  to  raise  morale.  The  intrin¬ 
sic  difficulty  with  all  contrived  devices  for 
changing  morale  is  the  fact  that  interpersonal 
relations  are  not  easily  manipulated  from  the 
outside.  Only  those  who  are  party  to  the  rela¬ 
tionship  can  directly  affect  its  character.  We 
emphasize,  again,  that  morale  is  developed 
and  sustained  by  interpersonal  relations. 

MORALE  AND  OUTPUT 

There  are  two  problems  encountered  in  de¬ 
termining  how  morale  affects  output.  The  first 
problem  is  to  determine  whether  heightened 


morale  is  related  to  increased  output,  and  how 
strongly.  The  second  problem  is  to  determine 
the  direction  in  which  the  morale  is  displayed. 
If,  for  example,  a  work  group  is  antagonistic 
to  management,  its  activities  may  be  directed 
with  great  zeal  at  opposing  management,  re¬ 
sulting  in  low  output  even  in  the  face  of  high 
morale. 

We  can  say  with  some  certainty  that  output 
tends  to  increase  with  heightened  morale.  The 
Western  Electric  studies  demonstrated  this  at 
several  points.29  In  the  early  experiments  it 
was  shown  that  the  work  group  reacted  with 
heightened  morale,  as  measured  by  increased 
interaction,  and  more  output,  when  manage¬ 
ment  appeared  to  be  changing  the  level  of 
illumination  in  the  work  room.  This  was  one  of 
the  first  demonstrations  of  how  a  change  in 
environment,  in  this  instance  by  management, 
changed  group  morale.  In  other  aspects  of  the 
Western  Electric  studies,  changes  in  personnel 
of  the  work  group  increased  morale,  or  de¬ 
creased  it,  with  corresponding  changes  in  out¬ 
put. 

Other  studies  in  which  morale  was  meas¬ 
ured  directly  also  show  a  positive  relationship 
with  output.  The  research  of  the  Survey  Re¬ 
search  Center  at  the  University  of  Michigan 
has  demonstrated  that  an  increase  in  work 
group  morale  is  usually  accompanied  by  an 
increase  in  output.30 

Our  real  problem  is  to  determine  how  much 
of  an  influence  a  change  in  morale  does  have 
on  output.  The  answer  to  this  question  sug¬ 
gests  important  limits  on  the  amount  of  in¬ 
creased  output  that  will  result  from  higher 
morale.  For  example,  in  a  study  by  Morse, 
Reimer,  and  Tannenbaum  two  groups  of  cleri¬ 
cal  workers  in  a  large  insurance  company  office 
were  subjected  to  two  different  kinds  of  super¬ 
visory  patterns.31  The  first  group  had  demo¬ 
cratic  supervision  with  a  great  deal  of  down¬ 
ward  delegation  of  authority.  The  second 
group  had  a  tightening  of  management  au¬ 
thority  with  an  increase  in  external  pressures 
for  output  and  regimentation  of  the  work  situ¬ 
ation.  The  results  of  this  experiment  are  ex¬ 
ceedingly  significant  for  our  problem.  The 
members  of  the  work  group  with  democratic 
management  atmosphere  liked  their  work 
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more,  liked  their  supervisors  more,  and  dis¬ 
played  a  significantly  greater  amount  of  in¬ 
ternal  cohesion.  The  work  group  with  au¬ 
tocratic  management  was  characterized  by 
greater  hostility  among  its  members  with  more 
reports  of  friction,  tension,  disagreeableness, 
and  “fighting  jumpiness”  in  its  interpersonal 
relations.  We  would  certainly  conclude  that 
the  morale  of  the  autocratically  led  work 
group  was  lower  than  that  of  the  democrati¬ 
cally  led  one.  Here  is  the  astonishing  result 
of  the  study.  Over  a  year  after  the  experiment 
began  both  groups  had  increased  their  output 
significantly  above  the  starting  level.  Further¬ 
more,  the  autocratically  led  group  with  its 
measurably  lower  morale  had  increased  its 
output  more  than  the  higher  morale,  demo¬ 
cratically  led  group! 

What  is  the  relationship  between  morale  and 
output?  It  is  probably  a  positive  one.32  When 
morale  is  increased,  output  will  also  increase. 
But  it  is  equally  clear  that  many  other  vari¬ 
ables  also  determine  the  amount  of  output.  We 
have  seen,  for  example,  in  Chapter  10  that 
technology  is  the  most  important  single  de¬ 
terminant  of  output.  What  then,  can  we  say 
about  the  magnitude  of  the  influence  of  morale 
on  output?  Such  studies  as  we  have  indicate  a 
positive  correlation  in  the  range  of  .30  and  .40 
between  morale  and  output.33  This  suggests 
that  something  of  the  order  of  ten  to  twenty 
per  cent  of  the  variance  in  output  can  be  ac¬ 
counted  for  by  the  variable  called  morale, 
since  the  square  of  the  correlation  coefficient  is 
the  coefficient  of  determination.  Thus,  if  we 
knew  all  the  variables  that  affect  output,  we 
might  expect  the  morale  variable  to  account 
for  one-tenth  to  one-fifth  of  the  variation  in 
output.  This  is  a  significant  relationship.  It 
indicates  that  morale  is  worth  considering  as 
a  determinant  of  output.  But  it  also  cautions 
us  to  remember  that  other  variables  are  im¬ 
portant,  and  that  taken  together  they  account 
for  more  of  the  total  variation  in  output  than 
does  morale. 

Let  us  now  turn  to  examine  the  direc¬ 
tion  in  which  a  work  group  displays  its  morale. 
A  work  group  may  operate  toward  the  goals 
set  for  it  by  management.  As  its  morale  in¬ 


creases,  its  output  (which  is  what  manage¬ 
ment  wants)  will  also  increase.  But  suppose 
the  group  is  antagonistic  to  management  goals. 
A  heightening  of  group  morale  under  these  cir¬ 
cumstances  may  lead  to  deliberate  lowering 
of  output  and  sabotage  of  management  expec¬ 
tations.  This  is  exactly  what  happens  in  indus¬ 
trial  work  when  workers  engage  in  restriction 
of  output  as  Mathewson,  Dalton,  Collins,  and 
Roy  have  pointed  out.34  It  is  the  high  level  of 
the  group’s  morale  that  sustains  its  opposition 
to  management,  and  makes  possible  a  deliber¬ 
ate  slowdown  in  output.  In  a  military  unit  the 
same  phenomenon  might  result  in  covert  sabo¬ 
tage  of  orders.  In  a  religious  organization 
schism  might  be  the  consequence  of  high 
morale  in  a  dissident  group. 


The  relationship  between  morale  and  output  appears 
to  be  positive  and  significant,  but  of  a  relatively  low 
magnitude.  All  other  factors  affecting  output  ap¬ 
parently  account  for  80  to  90  percent  of  variation 
in  it.  On  this  relatively  simple  task  of  shaping 
leather  gloves  over  steam  heated  forms,  output  is 
stable  and  satisfactory  to  management  even  though 
physical  surroundings  and  opportunities  for  high 
morale  are  not  the  best. 


We  then  come  to  a  more  complicated  answer 
for  our  question  about  the  connection  between 
morale  and  output.  Where  the  work  group  ac¬ 
cepts  management  goals,  a  heightened  morale 
will  be  accompanied  by  increased  output. 
Where  the  work  group  rejects  management 
goals,  a  heightened  morale  will  be  accom¬ 
panied  by  decreased  output.  The  magnitude  of 
the  change  in  output  in  either  direction  is 
probably  about  ten  to  twenty  per  cent. 
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It  is  at  this  point  that  we  can  see  another 
connection  between  motivation  and  morale. 
The  systems  of  motivation  are  designed  to 
insure  a  correspondence  between  the  goals  of 
the  work  organization  and  the  goals  of  its  indi¬ 
vidual  members  and  work  groups.  Motivation 
systems  attempt  to  insure  that  employees  and 
work  groups  will  always  tend  to  operate  in  the 
direction  that  the  organization  management 
expects.  Morale  affects  the  level  of  member¬ 
ship  participation.  The  motivational  systems 
cannot  police  the  level  of  morale,  but  they  can, 
if  effectively  designed,  police  the  direction  of 
work  activities.35 

In  modern  work  organizations  considerable 
attention  is  given  to  motivation  and  incentive 
systems.  In  the  process  an  implicit  assumption 
is  often  made  that  morale  is  elusive  and  beyond 
management  influence  or  manipulation.  Part 
of  the  reason  for  this  assumption  lies  in  the 
fact  that  morale  can  fluctuate.  In  keeping  deli¬ 
cately  integrated  production  operations  in  bal¬ 
ance  so  that  only  the  proper  amount  of  output 
is  forthcoming  from  each  step,  management 
must  seek  to  minimize  the  influence  of  uncon¬ 
trolled  factors  that  might  cause  output  to  vary. 
A  work  group  with  high  morale  might  over¬ 
produce  one  day,  but  with  lower  morale  lag 
behind  output  goals  the  next.  This  output 
variation  is  disruptive  of  continuous  produc¬ 
tion.  Consequently  management  emphasizes 
the  channeling  of  behavior  through  motivation 
systems  to  insure  steady  output,  and  controls 
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deviant  behavior.  This  emphasis  on  steady 
output  may  conflict  with  the  morale  states  of 
work  groups. 

At  times  when  work  groups  feel  like  “put¬ 
ting  out,”  their  extra  output  is  not  welcomed; 
at  other  times  when  group  morale  is  low,  great 
pressures  generate  to  keep  production  up.  This 
leads  to  the  dilemma  of  being  unable  to  relate 
morale  states  to  output  needs.  One  major  re¬ 
sult  of  the  dilemma  is  that  workers  and  work 
groups  become  alienated  from  the  production 
process  and  the  organization  in  which  it  is 
carried  out. 

Many  top  leaders  of  modem  American  in¬ 
dustry  are  concerned  about  the  fact  that  mo¬ 
rale  is  low  or  unrelated  to  the  demands  of  pro¬ 
duction  in  the  organizations  they  direct.  At 
the  same  time  these  organizations  produce 
record  volumes  of  goods  at  high  level  profits. 
The  reason  for  this  paradox  should  now  be 
clear.  Motivation — getting  people  to  the  work 
place  and  channeling  their  productive  effort 
in  desirable  ways — is  sustained  by  social  struc¬ 
ture.  Morale — the  level  of  zeal  for  the  work — 
is  sustained  by  interpersonal  relations. 

The  social  structure  supporting  motivation, 
and  the  interpersonal  relations  sustaining  mo¬ 
rale,  are  not  always  compatible  with  each 
other.  This  is  one  of  the  important  issues  we 
examine  in  later  chapters.  The  issue  is  given 
very  special  attention  in  Chapters  20  and  21, 
where  we  deal  with  management  of  work  or¬ 
ganizations. 

CHAPTER  1  2 

Science  (New  York:  Harper  &  Brothers,  1951). 

3  First  set  forth  in  W.  I.  Thomas,  The  Unad¬ 
justed  Girl  (Boston:  Little,  Brown  and  Company, 
1923). 

4  See,  for  example:  A.  H.  Maslow,  Motivation 
and  Personality  (New  York:  Harper  &  Brothers, 
1954),  especially  Chapter  5,  “A  Theory  of  Human 
Motivation,”  pp.  80-106;  Talcott  Parsons  et  al., 
Towards  a  General  Theory  of  Action  (Cambridge: 
Harvard  University  Press,  1951);  John  Gillin  (ed.), 
For  a  Science  of  Social  Man  (New  York:  The 
Macmillan  Company,  1954);  and  one  of  the  classics 
of  the  field,  George  Herbert  Mead,  Mind,  Self,  and 
Society  (Chicago:  University  of  Chicago  Press, 
1936). 
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A  $250.92  award  went  to  this  man  for  his  pro¬ 
duction  suggestion  that  spring  clips  replace  tape 
in  holding  rubber  and  chrome  moldings  in  place 
during  installation  of  automobile  windshields. 
What  was  the  incentive  for  the  suggestion:  pride 
in  workmanship,  devotion  to  the  company,  or  the 
probable  cash  award  for  a  usable  suggestion? 
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INCENTIVES 


the  beginning  of  the  last  chapter  we  de¬ 
fined  incentives  as  the  inducements  placed 
along  the  course  of  ongoing  activities  keeping 
the  activities  directed  towards  one  goal  rather 
than  another.  Incentives  are  what  the  working 
person  gets  from  his  employing  organization 
for  being  a  productive  member.  These  incen¬ 
tives  are  pay  for  working.  The  pay  comes  in 
some  form  that  is  tangible.  It  is  recognized  as 
pay  for  work  by  both  its  recipient  and  those 


who  make  the  payoff.  Incentives  must,  there¬ 
fore,  be  part  of  the  working  environment. 
Various  kinds  of  incentives  are  built  into  the 
work  organization,  paying  off  in  systematic 
ways  as  work  is  performed. 

People  work  because  they  expect  something 
out  of  it.  They  are  likely  to  work  for  the 
Widget  Company  instead  of  the  Gadget  Com¬ 
pany  or  the  Trinket  Company  because  they 
think  Widget  has  a  better  payoff.  Whatever 
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incentives  are  important  to  the  person  may 
become  the  basis  for  his  preference  for  his 
employer  rather  than  another.  Incentives  are 


therefore  important  in  keeping  members  in  a 
work  organization,  as  well  as  keeping  them 
productive  while  working. 


TYPES  OF  INCENTIVES 


We  can  look  at  incentives  from  two  different 
but  related  standpoints.1  If  interested  in  de¬ 
signing  incentive  systems  we  concentrate  on 
the  form  they  take.  If  we  are  concerned  with 
how  people  react  to  the  incentives  offered  for 
working,  then  attention  is  focused  on  their 
subjective  reaction  to  them.  We  will  first  ex¬ 
amine  the  general  forms  of  work  incentive  sys¬ 
tems.  Then  we  will  consider  subjective  reac¬ 
tions  to  incentives.  Having  established  our 
groundwork,  we  will  turn  to  a  detailed  con¬ 
sideration  of  work  incentive  systems,  showing 
how  they  are  developed,  and  how  they  operate. 


FORMS  OF  INCENTIVE  SYSTEMS 


A  common  distinction  is  that  made  between 
financial  and  non-financial  incentives.  Any 
incentive  that  pays  off  either  directly  or  indi¬ 
rectly  in  money  is  a  financial  incentive.  Wages 
and  salaries  are  the  major  financial  incentives. 
However,  bonuses,  profit  sharing,  retirement 
pay,  vacation  pay,  health  insurance,  and  free, 
company-sponsored  medical  service  are  ob¬ 
vious  extensions  of  financial  incentives  that 
either  pay  out  directly  in  money,  or  provide 
services  that  might  otherwise  require  personal 
expenditures. 

Non-financial  incentives  are  forms  of  pay¬ 
ment  for  working  where  the  inducement  is  not 
a  monetary  one.  Non-financial  incentives 
may  take  the  form  of  earning  higher  status, 
being  given  greater  responsibility  and  par¬ 
ticipation  in  work  decisions,  receiving  pub¬ 
lic  praise  from  superiors,  or  receiving  token 
rewards  like  service  pins.  Non-financial  in¬ 
centives  are  based  on  the  clear  recognition  that 
people  respond  to  a  wide  variety  of  induce¬ 
ments  that  are  not  expressed  in  monetary 
terms. 


Many  incentives  have  both  a  financial  and 
non-financial  aspect.  A  promotion,  for  ex¬ 
ample,  can  be  viewed  as  a  non-financial  in¬ 
centive  in  which  the  reward  is  greater  authority 
and  status.  Promotions  typically,  however,  also 
carry  increased  pay,  so  that  they  reward  dou¬ 
bly.  People  seek  promotions  because  they  pay 
off  in  both  financial  and  non-financial  ways. 
Other  examples  of  incentives  that  combine 
financial  and  non-financial  inducements  are: 
recognition  for  merit  (pay  increases  within  the 
job  rate  range  plus  public  recognition);  sen¬ 
iority  standing  (retention  on  the  job  during 
layoffs,  or  preference  for  advancement  plus 
rights  and  privileges);  and  designation  as  a 
permanent  employee  (often  signalized  by  an 
increase  in  pay  plus  protection  from  firing  ex¬ 
cept  for  cause). 

The  distinction  between  financial  and  non- 
financial  incentives  rests  on  the  difference  in 
the  form  of  the  payoff.  It  is  important  to  recog¬ 
nize  the  different  forms  of  inducements  in 
order  to  design  incentive  systems  of  work  or¬ 
ganizations.  We  will  analyze  in  detail  below 
these  two  basic  forms  of  incentives  for  work. 


SUBJECTIVE  RESPONSES  TO  INCENTIVES 


Incentives  can  also  be  viewed  from  the 
standpoint  of  their  impact  on  the  working 
person.  Here  we  are  concerned  with  the  sub¬ 
jective  response  to  inducements  in  whatever 
form  they  might  be  presented.  From  this  sub¬ 
jective  standpoint  we  can  distinguish  three 
types  of  incentives:  (A)  those  based  on  pres¬ 
ent  satisfactions;  (B)  those  based  on  present 
dissatisfactions;  and  (C)  those  based  on  pro¬ 
viding  functional  equivalents. 

Incentives  based  on  a  person’s  present  satis¬ 
factions  are  those  features  of  his  work  that  he 
likes,  and  wants  to  see  continued.  These  kinds 
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of  incentives  cut  across  the  whole  spectrum  of 
job  features  towards  which  a  liking  may  de¬ 
velop.  Once  a  person  likes  aspects  of  his  work, 
he  develops  an  interest  in  seeing  them  pre¬ 
served.  Furthermore,  these  interesting  features 
of  work  give  the  person  reasons  for  wanting  to 
continue  work,  or  for  wanting  to  continue  em¬ 
ployment  in  his  present  place  of  work.  Ex¬ 
amples  of  incentives  based  on  present  satisfac¬ 
tions  are  pride  of  craftsmanship,  sense  of  cre¬ 
ativity,  feeling  of  meaningfulness  of  the  task, 
enjoyment  of  the  company  of  co-workers; 
finding  a  “home”  at  work,  habituation  to  pleas¬ 
ant  routines;  attachment  to  physical  objects 
like  a  particular  machine  tool  (truck  drivers 
often  have  violent  preferences  for  “their” 
truck  and  may  even  give  it  a  name,  usually 
feminine);  a  comfortable  relationship  with 
superiors,  and  the  pleasure  of  being  powerful 
(e.g.,  the  only  file  clerk  who  can  really  find 
things  in  the  files). 

Incentives  based  on  a  person’s  present  dis¬ 
satisfactions  are  focused  on  those  features  of 
his  work  that  he  likes,  but  wants  more  of.  Here 
again,  almost  all  aspects  of  work  can  arouse 
dissatisfactions  whose  dissipation  depends  on 
getting  more  of  what  you  now  have.  Indeed, 
the  most  common  view  of  incentives  is  based 
on  the  dissatisfaction  principle.  We  tend  to 
think  that  a  man  works  hard  because  he  wants 
more  pay,  more  authority,  more  power,  or 
more  status.  Businessmen  not  uncommonly 
assert,  for  instance,  that  when  their  employees 
get  hungry  then  they  will  work  harder.  We 
can  surely  recognize  that  incentives  based  on 
present  dissatisfactions  are  important  in  mak¬ 
ing  people  want  more  of  what  they  now  have. 
We  must  also  be  prepared  to  acknowledge  that 
people  work  because  of  the  incentive  value  of 
preserving  present  satisfactions.  As  we  will  see 
immediately  below,  they  also  work  to  secure 
from  the  work  organization  things  that  are 
equivalent  to  what  they  might  otherwise  have 
to  provide  for  themselves. 

The  third  subjective  response  to  incentives 
is  based  on  the  ability  of  the  work  organization 
to  provide  its  members  with  functional  equiv¬ 
alents  of  services  or  rewards  that  also  can  be 
secured  on  a  private  basis.  The  most  general 
functional  equivalent  is  the  replacement  of 
personal  actions  by  organization  programs  for 


enhancing  security.  These  company  security 
programs  take  a  number  of  forms.  Included 
under  the  security  heading  are  health  and  wel¬ 
fare  services,  hospital  and  life  insurance,  disa¬ 
bility  and  retirement  pay,  job  tenure,  and  se¬ 
curity  of  employment  through  annual  employ¬ 
ment,  or  annual  wage  schemes.2  All  of  these 
aspects  of  personal  living  can  be  taken  care  of 
on  an  individual  basis.  It  is  significant  that 
the  work  organization  takes  over  the  main¬ 
tenance  of  features  of  personal  security.  This 
has  important  incentive  value  for  members  of 
the  organization  who  typically  lose  benefits  of 
security  plans  if  they  leave  their  employment. 

The  second  kind  of  functional  equivalent 
incentive  is  provision  of  substitutes  for  private 
activities.  These  substitutes  may  or  may  not 
be  used  by  organization  members.  For  those 
who  use  them,  participation  in  the  activity 
may  have  important  incentive  value.  Examples 
of  substitute  activities  include:  company  spon¬ 
sored  recreation  and  cultural  programs;  com¬ 
pany  lunchroom  and  coffee  service  facilities; 
company  medical,  counseling  or  psychiatric 
services;  and  credit  unions  or  other  financial 
aid  services. 

We  can  now  summarize  types  of  work  in¬ 
centives.  They  take  the  form  of  either  finan¬ 
cial  or  non-financial  systems  of  payoff.  From 
the  personal  subjective  standpoint,  incentives 
either  play  on  present  satisfactions,  present 
dissatisfactions,  or  substitute  company  serv¬ 
ices  and  rewards  for  those  usually  secured  on 
a  private  basis.  Generally,  these  three  sub¬ 
jective  aspects  are  intermingled  for  any  single 
form  of  incentive.  We  can  best  organize  our 
view  of  incentives  by  visualizing  an  example 
of  the  relations  between  their  forms  and  the 
subjective  response  to  them.  This  is  done  in 
Table  13.1  where  illustrations  are  presented. 
The  chart  shows  only  single  illustrations.  It 
should  not  be  interpreted  as  representing  an 
exhaustive  list  of  possible  examples. 

In  this  chapter  we  are  concerned  with  under¬ 
standing  how  incentives  are  made  systematic. 
We  want  to  know  how  incentive  systems  are 
developed  and  why  they  take  particular  forms. 
Consequently,  we  will  continue  our  analysis 
by  focusing  on  the  forms  of  incentive  systems, 
dealing  with  financial  and  non-financial  in¬ 
centives,  in  that  order. 
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THERE  ARE 

TABLE  13.1 

CHARACTERISTIC  SUBJECTIVE  RESPONSES  TO  EACH  FORM  OF 

(some  illustrations) 

INCENTIVE 

Form  of  Incentive 

Subjective  Response 
to  Incentives 

Financial 

Non-Financial 

Financial 
and  Non- 
Financial 

Present  Satisfaction 

“My  wages  are  tops.” 

“My  boss  treats  me  like 
a  human  being.” 

“My  seniority  standing 
protects  me.” 

Present 

Dissatisfactions 

“Hope  that  raise  comes 
through.” 

“Watch  my  smoke  when 

I  learn  the  ropes  around 
here.” 

“I’m  ‘bucking’  for  a 
promotion.” 

Functional  Equivalent: 

( 1 )  Security 

“I’d  rather  let  ‘them’ 
worry  about  paying  me 
than  work  for  myself.” 

“My  wife  may  not  un¬ 
derstand  me  but  my 
boss  sure  does.” 

“When  you  work  for 
this  company  for  a  long 
time  you  know  they’ll 
take  care  of  you.” 

(2)  Substitutes 

“It’s  cheaper  to  eat  in 
the  company  lunQhroom 
than  outside.” 

“Our  department  bowl¬ 
ing  team  will  win  to¬ 
night.” 

“I  had  a  rough  time  un¬ 
til  the  counsellor  in  Per¬ 
sonnel  set  me  straight.” 

FINANCIAL 

“It  is  literally  true  that  most  workers  in  the 
United  States  do  not  make  a  living.  They  make 
money  and  buy  a  living.”3  This  conclusion 
by  Noland  and  Bakke  views  the  financial  re¬ 
wards  of  work  as  providing  the  worker  with 
income  to  live  in  his  community.  It  is  a  way 
of  viewing  money  as  a  medium  of  exchange  in 
which  work  is  traded  for  income,  and  the  in¬ 
come  is  then  spent  for  personal  consumption. 

For  our  purposes  we  want  to  emphasize  an¬ 
other  aspect  of  income  from  work.  The  dollar 
is  also  a  medium  of  evaluation.4  The  financial 
payoff  for  working  becomes  an  important  way 
of  stating  the  value  of  a  man’s  work.  If  one 
man  earns  more  than  another,  his  productive 
efforts  may  be  presumed  to  be  more  valua¬ 
ble.  This  concern  with  money  as  a  measure 
of  a  man’s  value  to  a  productive  enterprise  is 
the  keystone  of  all  financial  incentive  schemes.5 

The  views  that  money  provides  a  yardstick 
for  measuring  work  performance,  and  that 
money  is  also  a  medium  of  exchange,  supple¬ 
ment  each  other.  The  first  statement  tells  us 
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that  money  is  a  common  measure  of  work  per¬ 
formance.  The  second  tells  us  that  money 
income  is  useful  only  when  it  is  spent  for  per¬ 
sonal  consumption. 

Ideally,  all  financial  incentive  schemes  are 
planned  to  pay  for  work  in  accordance  with 
the  importance  of  the  worker’s  contribution. 
Again  ideally,  it  should  be  possible  to  take  the 
jobs,  positions,  and  offices  of  a  work  organiza¬ 
tion  and  range  them  on  a  dollar  scale,  so  that 
the  importance  of  the  work  assignment  corre¬ 
sponds  to  the  amount  of  pay  received. 

Two  problems  arise  in  achieving  the  ob¬ 
jective  of  making  performance  and  pay  corre¬ 
spond.  (A)  The  first  problem  is  to  determine 
the  relative  standing  of  the  company  scale  of 
pay  in  the  community  pay  ranges.  This  is  the 
problem  of  being  sure  that  on  similar  jobs  the 
people  in  one  company  get  something  like  the 
same  financial  rewards  as  those  in  other  com¬ 
panies.  (B)  The  second  problem  is  to  estab¬ 
lish,  objectively  if  possible,  a  scale  for  measur¬ 
ing  the  importance  of  work  assignments 
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so  that  financial  returns  to  everyone  within  the 
company  can  be  assigned  on  a  uniform  basis. 

COMMUNITY  PAY  LEVELS 

What  a  man  expects  to  be  paid  for  his  work 
is  affected  by  what  he  knows  other  people 
are  getting  for  the  same  work.  In  classical 
economic  theory  it  was  assumed  that,  if  every 
worker  were  entirely  free  to  change  his  job,  a 
small  wage  increase  offered  by  another  em¬ 
ployer  would  be  an  incentive  to  make  the  job 
change.  In  the  operation  of  actual  labor 


There  has  been  a  very  rapid  growth  in  com¬ 
munication  about  pay  rates.6  The  U.S.  Bureau 
of  Labor  Statistics  and  some  of  its  state  coun¬ 
terparts  publish  regular  statistics  dealing  with 
occupation  and  industry  wages.  Trades  asso¬ 
ciations  provide  their  members  with  survey 
statistics  on  their  industry’s  wages.  Unions  do 
the  same  thing  for  their  locals  and  members. 
Public  and  private  employment  services  dis¬ 
seminate  pay  information  when  they  refer 
job  seekers.  Help-wanted  advertisements  in 
newspapers  generally  feature  the  pay  for  open 
jobs.  Federal  and  state  minimum  wage  legisla- 


What  keeps  these  women  at  their  sewing  machines  day  after  day  and  year  after 
year?  They  certainly  do  not  work  for  the  laughs  that  occasionally  brighten  a  face. 
The  incentives  to  come  to  work  are  largely  financial,  as  are  the  incentives  to  stay 
put  in  the  same  old  job. 


markets  we  discover  that  employers  have  pay 
scales  that  tend  to  Be  uniform  among  them. 
Workers  in  the  labor  market  also  tend  to  know 
the  “going”  pay  for  their  kind  of  work.  Conse¬ 
quently,  there  is  not  nearly  the  amount  of  job 
shifting  between  employers  as  classical  eco¬ 
nomic  theory  would  predict.  We  have  to  ex¬ 
amine  this  aspect  of  labor  market  stability  and 
ask:  How  does  the  individual  worker  come 
by  the  knowledge  of  what  others  like  himself 
are  getting?  and  Why  do  employers  tend  to 
match  each  other’s  pay  scales? 


tion  establishes  wage  floors  that  become  gen¬ 
erally  known  throughout  the  community  and 
are  policed  by  the  punitive  provisions  of  the 
law.  In  general,  we  can  conclude  that  job 
seekers  have  many  avenues  of  information 
about  what  other  people  get  paid  for  the  kind 
of  work  they  are  seeking,  and  that  employers 
share  the  same  kinds  of  information.  In  terms 
of  wage  rate  information,  the  sharing  of  knowl¬ 
edge  in  the  labor  market  about  wage  levels  is 
an  important  force  making  for  community¬ 
wide  uniformity  in  wage  levels. 
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If  we  now  view  the  labor  market  as  a  com¬ 
petitive  market  in  which  many  employers  seek 
to  hire  the  available  labor  we  find  still  another 
factor  making  for  wage  rate  uniformity.7  From 
the  standpoint  of  management  decisions  re¬ 
garding  wage  rates,  we  are  not  here  concerned 
with  the  detailed  economic  problems  of  labor 
costs  as  costs  of  production.  We  assume  that 
an  employer  is  going  to  hire  labor  to  produce 
the  number  and  kinds  of  items  he  estimates 
necessary  for  the  market  he  sees  before  him. 
Faced  with  the  need  for  hiring  labor,  from 
what  standpoint  can  an  employer  view  the 
general  wage  level  he  will  offer? 

It  is  a  common  experience  to  talk  to  em¬ 
ployers  and  have  them  point  out  that  their 
general  wage  and  salary  levels  are  as  good  or 
better  than  the  average  for  the  community  in 
which  their  company  is  located.  Implicit  in 
this  viewpoint  is  the  concept  that  community 
pay  levels  determine  the  going  rates  for  the 
company.  Sometimes  the  employer  statement 
is  phrased  in  terms  of  the  industry  rather  than 
the  community.  In  either  instance,  however, 
the  general  pay  levels  for  the  company  are  re¬ 
lated  to  the  levels  of  the  community  or  in¬ 
dustry.8 

This  is  basically  a  labor  market  concept  of 
wage  determination.  Each  employer  is  willing 
to  make  the  necessary  adjustment  to  keep  in 
line  with  community  or  industry  pay  rates. 
General  wage  levels  tend  to  be  set  in  terms  of 
the  broad  social  forces  operating  in  the  com¬ 
munity  as  a  whole.  In  this  sense,  general  pay 
levels  may  not  be  set,  as  economic  theory  sug¬ 
gests,  by  the  employer’s  calculation  of  worker 
pay  as  a  cost  of  production.  The  employer’s 
alternative  for  not  following  the  general  levels 
of  pay  in  the  community  or  industry  is  to  take 
his  chances  of  not  having  sufficient  labor  to 
produce  his  goods  during  periods  of  high  level 
employment.  Under  such  circumstances,  the 
employer  is  much  more  likely  to  meet  the  going 
price  of  labor  and  to  cover  any  increased  costs 
by  adjusting  upward  the  selling  prices  of  his 
finished  products.9 

It  is  notable  that  the  labor  market  concept 
of  wage  determination  is  actively  fostered  by 
labor  unions.  Unions  consciously  follow  the 
policy  of  “equal  pay  for  equal  work.”  In  terms 
of  general  wage  levels  this  takes  the  form  of 
arguing  with  individual  employers  that  their 


wage  rates  are  below  community  levels  and 
should  be  raised.  As  unions  have  extended 
bargaining  on  a  community-wide  or  industry¬ 
wide  basis,  they  have  been  able  to  achieve 
uniformity  in  pay  levels  among  employers.10 
Unions  contend  that  there  is  discrimination 
against  any  workers  employed  at  wages  below 
community  levels,  and  seek  to  rectify  the  dis¬ 
crimination  by  bargaining  for  pay  raises.  Thus, 
unions  use  the  labor  market  view  of  wage  de¬ 
termination  as  a  logical  basis  for  raising  sub¬ 
standard  wage  levels.  We  will  see  below  that 
unions  use  additional  arguments  to  move  the 
entire  wage  structure  upward. 

We  may  conclude,  in  general,  that  there  are 
strong  pressures  institutionalized  in  the  labor 
market  that  lead  employers  to  make  their  pay 
rates  comparable  to  community  rates.  These 
institutionalized  aspects  of  the  labor  market 
are:  (A)  broad  knowledge  of  pay  levels  shared 
by  employers  and  employees  alike;  (B)  the 
employer’s  competitive  need  for  labor,  making 
it  necessary  to  meet  the  pay  offers  of  other  em¬ 
ployers;  and  (C)  strong  union  pressures  to 
force  low-paying  employers  up  to  community 
pay  levels. 

Fundamentally,  the  labor  market  concept  of 
wage  level  determination  rests  on  the  view 
that  pay  is  a  measure  of  services  rendered. 
From  this  standpoint,  equal  services  should 
be  equally  compensated.  This  view  is  sup¬ 
ported  by  employers  because  it  provides  a 
practical  way  of  ordering  relative  pay  rates.  It 
is  supported  by  workers  and  their  unions  be¬ 
cause  it  tends  to  eliminate  below-average  pay 
levels  from  the  labor  market.  Finally,  govern¬ 
ment  action,  through  minimum  wage  legisla¬ 
tion,  sets  legal  floors  under  the  labor  market 
wage  structure  and  acts  as  a  force  pushing  low- 
level  wages  up  toward  the  average. 

We  have  so  far  examined  the  institutional 
pressures  that  tend  to  keep  pay  levels  grouped 
around  the  average.  We  have  seen  that  this 
“averaging”  of  pay  derives  from  working  in¬ 
come  viewed  as  the  payoff  that  evaluates  equal 
productive  contribution  as  requiring  compar¬ 
able  financial  reward.  We  now  turn  to  a  second 
important  question  about  community  pay  lev¬ 
els.  How  does  the  whole  structure  of  pay  move 
upward  or  downward?  What  sociological  fac¬ 
tors  are  important  in  contributing  to  such 
movements? 


INCENTIVES 


231 


GENERAL  MOVEMENT  OF  PAY  LEVELS 

There  are  four  broad  arguments  used  in 
moving  pay  levels  as  a  whole  upward  or  down¬ 
ward.  The  first  is  that  employees  are  also  con¬ 
sumers  and  need  to  be  paid  enough  to  buy 
back  the  goods  and  services  they  produce. 
The  second  is  that  wages  should  be  tied  to  the 
cost  of  living  so  that  working  income  will  be 
able  to  buy  approximately  the  same  amount 
of  goods  and  services  when  their  price  goes 
up  or  down.  The  third  argument  for  general 
wage  movements  is  to  tie  them  automatically 
to  productivity  increases  that  are  the  conse¬ 
quences  of  technological  innovation.  Finally, 
labor  unions  sometimes  argue  that  wage  pay¬ 
ments  should  be  used  to  redistribute  the  na¬ 
tional  income  in  favor  of  workers. 

The  consumer  income  argument  for  mov¬ 
ing  wages  upward  or  downward  rests  on  the 
view  that  workers  are  also  consumers.  As  con¬ 
sumers  they  have  to  have  enough  spendable 
income  to  buy  back  their  share  of  the  goods 
they  produce.  When  Henry  Ford  in  1914  in¬ 
troduced  a  minimum  $5.00  a  day  pay  at  the 
Ford  Motor  Company,  he  was  using  the  con¬ 
sumer  income  argument  to  justify  his  move. 
Mr.  Ford  actually  raised  his  wages  above  the 
industry  and  community  level  of  the  period. 
From  an  incentive  standpoint  he  was  saying 
that  workers  will  work  hard  if  they  feel  their 
income  from  work  will  buy  them  an  adequate 
standard  of  living.  Henry  Ford  was  also  saying 
that  the  prosperity  of  the  economy  depends  on 
the  ability  to  consume  its  output.  Union  policy 
generally  accepts  the  consumer  income  view 
of  wages. 

The  cost  of  living  argument  for  general  wage 
movements  is  an  extension  of  the  consumer 
income  viewpoint.  If  consumer  prices  vary, 
and  particularly  if  they  move  upward,  then 
workers’  income  will  not  buy  the  same  amount 
of  goods  as  previously.  To  overcome  this  dif¬ 
ficulty,  wage  levels  are  tied  to  price  levels,  and 
move  with  them.  For  example,  wages  may 
move  automatically  with  changes  in  the  con¬ 
sumer  price  index  published  by  the  Bureau  of 
Labor  Statistics.  It  is  estimated  that  over  two 
million  workers  in  the  United  States  are  now 
covered  by  union  contract  agreements  where 
their  wages  move  automatically  with  shifts  in 
consumer  prices. 


The  incentive  value  of  the  cost  of  living 
view  for  changing  general  pay  levels  is  clear. 
Workers  are  more  likely  to  feel  secure  in  their 
present  employment  if  they  are  not  caught  in 
the  squeeze  of  fixed  wages  and  rising  consumer 
prices.  Since  the  cost  of  living  argument  pro¬ 
vides  an  automatic  way  of  raising  wages  with 
each  change  in  the  consumer  price  index, 
unions  have  accepted  this  position,  and  many 
have  incorporated  the  idea  in  union  contracts. 
The  American  economy  has  not  had  a  great 
deal  of  experience  with  automatic  downward 
adjustments  of  wages  when  consumer  prices 
are  falling.  In  such  circumstances  it  is  highly 
probable  that  unions  will  temporarily  abandon 
the  cost  of  living  position.  They  will  urge  that 
wages  should  serve  to  redistribute  the  national 
income,  and  should  not  be  cut  when  prices 
are  falling. 

A  recent  innovation  in  the  determination  of 
general  wage  levels  is  the  viewpoint  that  tech¬ 
nological  productivity  should  be  shared  with 
workers.  The  General  Motors-UAW  union 
agreement  of  1950  gave  general  currency  to 
this  position.  The  argument  is  essentially  this. 
American  productivity  per  man  hour  has  been 
increasing  at  the  rate  of  about  3  per  cent  each 
year  for  as  far  back  as  there  are  reliable  sta¬ 
tistics  to  measure  it.  This  advance  has  come 
through  better  technology.  If  a  man  with  the 
same  physical  and  mental  effort  can  turn  out 
more  goods  because  the  machines  he  works 
with  are  better,  then  who  shall  benefit  from 
his  increased  output?  General  Motors  an¬ 
swered  by  saying  it  would  grant  its  workers  an 
automatic  wage  increase  of  3  cents  per  year. 
This  represents  the  workers’  share  of  the  in¬ 
creased  output  resulting  from  improved  tech¬ 
nology. 

The  technological  improvement  argument 
says  that  workers  shall  share  the  returns  from 
the  increased  output  of  industry  even  though 
management  was  responsible  for  making  the 
technical  advances.  As  a  minimum  this  has 
incentive  value  in  keeping  workers  from  op¬ 
posing  new  machines  and  technical  advances 
by  guaranteeing  they  will  get  more  pay  from 
the  anticipated  increase  in  output.  Needless  to 
add,  labor  unions  have  accepted  this  conten¬ 
tion,  and  can  be  given  some  responsibility  for 
initiating  it. 

In  addition  to  encouraging  the  three  pre- 
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vious  views  of  why  general  wage  levels  should 
move,  unions  have  advanced  a  fourth,  not 
shared  by  management.  Unions  have  some¬ 
times  viewed  their  economic  role  as  leading  to 
the  redistribution  of  the  total  income  of  the 
society  in  favor  of  workers.  In  terms  of  the 
redistribution  of  income  view,  labor  argues 
that  it  is  necessary  to  impose  bargaining  power 
in  order  to  insure  that  labor  gets  an  increasing 
share  of  the  national  wealth.  This  is  another 
way  of  saying  that  if  the  rich  get  too  rich,  the 
poor  are  going  to  get  too  poor.  The  result  will 
be  economic  stagnation  because  of  the  ina¬ 
bility  of  the  bulk  of  the  population,  which  hap¬ 
pens  to  be  workers  and  their  families,  to  buy 
the  productive  output  of  the  society. 

During  the  period  of  the  30’s  the  notion  of 
“under-consumption”  gained  wide  currency. 
It  led  to  the  contention  that  wages  should  be 
raised  during  the  depression  years  in  order  to 
redistribute  purchasing  power  to  the  working 
population.  It  is  of  no  importance  whether  this 
concept  of  the  redistribution  of  income  reflects 
reality  or  not.  Studies  indicate  that  workers’ 
share  of  the  national  income  has  not  been  in¬ 
creased  through  union  activity.13  The  point  to 
emphasize  here  is  that  leaders  of  labor  and 
union  members  are  likely  to  act  as  though  they 
believed  that  union  economic  action  served  to 
redistribute  the  wealth  of  the  society  in  favor 
of  workers. 

Up  to  this  point  in  analyzing  financial  in¬ 
centives  we  have  dealt  with  two  issues.  The 
first  was  to  examine  the  institutional  forces 
leading  employers  to  “average”  their  pay 
levels  with  those  of  the  community.  Underly¬ 
ing  this  result  is  the  belief  that  pay  for  work 
should  be  related  to  the  productive  contribu¬ 
tion  made.  We  have  just  analyzed  the  general 
movement  of  pay  levels  upward  and  down¬ 
ward  on  the  dollar  scale.  Here  we  concluded 
that  general  wage  movements  are  rationalized 
in  terms  of  the  four  notions  of  wages  as  con¬ 
sumer  income,  the  need  for  adjusting  wages  to 
the  cost  of  living,  sharing  technical  innovation 
through  automatic  pay  increases,  and  the  re¬ 
distribution  of  national  wealth. 

It  should  be  noted  that  we  have  not  in¬ 
cluded  the  traditional  economic  viewpoint. 
Economists  tend  to  view  wages  as  one  of  sev¬ 
eral  major  costs  of  production.  They  see  the 
employer  setting  his  wage  rates  in  terms  of 


his  analysis  of  the  cost  of  hiring  labor  to  pro¬ 
duce  a  given  number  of  items  at  a  given  price. 
The  employer  modifies  his  cost  view  of  pay 
levels  only  to  the  extent  necessary  to  take  into 
account  the  balance  between  current  demand 
and  supply  of  labor  in  the  market. 

Our  emphasis  on  the  sociological  aspects  of 
pay  as  incentives  is  entirely  deliberate.  Look¬ 
ing  at  pay  as  a  financial  incentive  we  have  to 
answer  the  question:  How  does  the  worker 
view  the  financial  payoff  he  gets  from  work¬ 
ing?  The  worker  knows  little  about  his  own 
pay  as  a  cost  of  production  to  his  employer, 
and  cares  even  less.  For  the  man  getting  the 
payoff,  the  crucial  questions  are:  (A)  “Do  I 
get  at  least  as  much  as  others  making  a  com¬ 
parable  working  contribution?”  and  (B)  “On 
what  grounds  can  all  of  us  who  are  working  get 
more?”  We  have  shown  why  he  gets  about  as 
much  as  comparable  people  because  of  em¬ 
ployers’  tendency  to  average  their  pay  scales 
with  those  of  the  community.  We  have  also 
shown  the  bases  on  which  all  those  working 
get  more  pay,  or  less,  through  time.  We  have 
in  effect  given  answers  to  the  man  for  whom 
pay  is  one  incentive  to  work. 

COMPANY  PAY  SCALES 

Let  us  now  turn  our  attention  to  what  hap¬ 
pens  inside  a  work  organization.  What  in¬ 
centive  values  do  pay  scales  provide  for  em¬ 
ployees,  or  what  purposes  do  the  pay  scales 
serve  as  incentives?  How  are  pay  and  salary 
systems  established  and  administered?  What 
are  some  of  the  unanticipated  consequences 
for  working  behavior  of  company  pay  scales 
and  the  methods  by  which  they  are  designed? 
These  questions  will  be  answered  in  order. 

INCENTIVES  FOR  MOBILITY  AND  STABILITY 

Differences  in  pay  received  by  different 
persons  have  two  incentive  objectives.  These 
objectives  are:  (A)  to  make  employees  want 
to  move  from  lower  to  higher  jobs,  increasing 
their  payoff  as  they  move;  and  (B)  to  make 
employees  want  to  stay  in  their  present  work, 
increasing  their  payoff  for  staying.  Pay  dif¬ 
ferentials  are  used  to  make  people  want  to  be 
upwardly  mobile.  They  are  also  used  to  make 
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people  satisfied  with  their  present  job.  These 
two  objectives  are  achieved  simultaneously  by 
a  method  called  job  evaluation. 

The  mobility  incentive  is  built  into  the  job 
evaluation  scheme  by  paying  higher  level  jobs 
more  than  lower  level  jobs.  The  company 
president  gets  more  pay  than  the  general  man¬ 
ager,  and  both  get  more  than  machine  opera¬ 
tors.  In  achieving  the  mobility  incentive  the 
company  pay  scale  is  graduated  from  low  to 
high  to  correspond  to  the  evaluation  of  jobs 
in  terms  of  their  productive  contribution.  It  is 
assumed  that  many  people  will  want  to  get 
ahead.  Part  of  their  reward  for  striving  for  ad¬ 
vancement  is  the  increased  pay  with  each  job 
promotion. 


schemes  contain  these  two  financial  incentives. 
Individual  job  evaluation  plans  will  vary  in  the 
amount  of  incentive  pay  attached  to  mobility 
as  over  against  stability. 

JOB  EVALUATION 

Job  evaluation  is  a  method  by  which  a 
series  of  jobs  can  be  put  in  some  rational 
order  according  to  their  productive  contribu¬ 
tion.12  Once  the  jobs  are  ranked  from  low  to 
high,  the  community  pay  scale  is  projected 
onto  the  job  classes  to  determine  the  pay  they 
will  carry.  Chart  13.1  shows  the  essential  struc¬ 
ture  of  any  job  evaluation  plan. 

The  first  operating  problem  is  to  establish 
some  way  for  ranking  work  assignments  ac- 
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Not  everybody,  however,  will  make  the  pro¬ 
motion  grade.  In  addition,  not  everybody  will 
want  to  strive  for  promotion.  Yet  it  will  be  de¬ 
sirable  to  provide  an  incentive  for  staying  put 
on  present  work  assignments.  The  incentive  for 
keeping  people  stable  in  their  present  work  is 
built  into  the  job  evaluation  scheme  by  provid¬ 
ing  a  pay  range  for  increases  within  the  same 
work  category. 

The  two  incentives  are  pictured  in  Chart 
13.1  where  the  mobility  and  stability  incen¬ 
tives  can  be  visualized.  All  job  evaluation 


cording  to  their  productive  contribution.  The 
least  complicated  way  to  do  this  is  informally. 
Informal  job  evaluation  simply  says  that  with¬ 
in  the  ranks  of  management,  positions  and  of¬ 
fices  should  be  paid  in  accordance  with  the 
amount  of  authority  attaching  to  them.  All 
management  members  should  get  more  pay 
than  job  holders,  and  the  latter  should  be  paid 
according  to  the  difficulty  and/or  importance 
of  the  tasks  performed.  On  these  simple 
grounds  it  is  possible  to  develop  a  usable  job 
evaluation  plan. 
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More  formal  methods  exist  for  ranking  work 
assignments.  For  example,  a  schedule  of  job 
factors  may  be  set  up  including  such  items  as 
job  fatigue,  physical  effort,  manual  dexterity, 
intellectual  effort,  prior  training  required,  and 
supervision  needed.  A  long  list  of  job  com¬ 
ponents  may  be  used.  For  each  job,  all  the 
job  components  are  evaluated  on  a  point  scale, 
and  a  number  score  is  determined  for  each 
job  factor.  The  individual  scores  may  be 
summed,  or  weighted  and  then  summed.  The 
total  score  then  becomes  the  evaluation  of 
the  work  assignment.  All  jobs  having  the  same 
score,  or  scores  within  a  prescribed  range,  are 
paid  alike.  The  jobs  are  then  placed  in  rank 
order  according  to  their  job  evaluation  scores, 
and  the  step-like  array  of  jobs,  as  shown  in 
Chart  13.1,  results. 

Regardless  of  the  particular  system  of  job 
evaluation  used,  and  we  have  illustrated  the 
features  of  only  a  point  scoring  scheme,  the 
end  result  is  to  obtain  a  standard  score  for 
each  work  assignment  that  ranks  it  against  all 
others.  Jobs,  positions,  and  offices  are  ranked 
by  the  job  evaluation  method  so  that  the  finan¬ 
cial  payoff  corresponds  to  the  evaluated  rank. 

It  would  be  possible  to  have  a  single  wage 
or  salary  for  each  job  or  step  in  the  evaluation 
plan.  This,  however,  would  not  provide  any 
incentive  for  staying  put  on  a  work  assign¬ 
ment.  Consequently,  a  range  of  pay  is  estab¬ 
lished,  applying  to  the  jobs  in  a  given  step.  For 
shop  jobs,  the  range  may  be  relatively  narrow, 
perhaps  ten  per  cent  of  the  starting  wage  for 
the  job.  For  example,  if  the  job  pays  a  mini¬ 
mum  of  $2.00  per  hour,  the  top  rate  for  the 
job  may  be  $2.20  per  hour.  This  ten  per  cent 
range  may  be  sufficient  incentive  for  at  least 
some  workers  to  want  to  get  to  the  top  of  the 
job  pay  range.  In  general,  however,  the  incen¬ 
tive  for  job  stability  has  to  be  based  on  a 
range  greater  than  ten  per  cent.  The  stability 
incentive,  if  it  is  effective,  has  to  come  closer 
to  twenty  or  twenty-five  per  cent  of  the  lowest 
rate  for  the  job.  In  the  ranks  of  management, 
the  stability  incentive  may  be  as  much  as  fifty 
per  cent.  Thus,  a  position  having  a  starting 
salary  of  $10,000  may  have  a  ceiling  of  $15,- 
000,  permitting  substantial  increases  for  the 
incumbent,  as  a  financial  incentive  to  stay  put 
in  his  present  position.13 

All  job  evaluation  plans  provide  an  objec¬ 


tive  way  for  ranking  work  assignments  in  rela¬ 
tion  to  each  other.  The  pay  differences  as¬ 
signed  to  the  succeeding  ranks  are  the  financial 
incentives  for  upward  mobility,  or  promotions. 
Within  a  given  rank,  and  for  every  job,  posi¬ 
tion,  or  office,  there  is  a  range  of  pay  provided. 
This  differential  pay  for  the  same  work  assign¬ 
ment  constitutes  the  incentive  for  stability,  for 
staying  put  but  receiving  merit  increases  for 
effective  performance.  These  are  the  two  fun¬ 
damental  features  of  all  job  evaluation  plans. 
These  features  build  into  the  financial  in¬ 
centive  schemes  of  the  work  organization  the 
basic  incentives  for  mobility  and  stability. 

Both  mobility  and  stability  are  necessary  for 
the  organization.  Mobility  provides  a  ready 
reserve  of  promotable  people  available  to  fill 
higher  work  assignments  as  they  open  up 
(people  do  die,  leave,  and  retire  from  the 
organization,  and  new  work  assignments  are 
established).  Stability  is  necessary  to  main¬ 
tain  a  trained  and  permanent  work  force  cap¬ 
able  of  carrying  on  the  organization  tasks  year 
after  year.  The  bulk  of  employees  reach  pro¬ 
motion  ceilings  relatively  early  and  have  many 
years  of  future  work  at  the  same  task.  These 
are  the  “Thank  God  for”  people  who  are  a 
blessing  because  they  do  stay  put.  For  them, 
merit  increases  on  their  present  work  assign¬ 
ment  constitute  financial  incentives  for  con¬ 
tinued  effective  performance.  They,  of  course, 
also  benefit  from  any  upward  movement  in 
general  pay  levels. 


ADMINISTERING  COMPANY  PAY  SCALES 

There  are  four  major  problems  in  admin¬ 
istering  company  scales.  These  are:  (A)  main¬ 
taining  flexibility  of  work  assignments  once 
they  are  established  in  the  job  evaluation 
scheme;  (B)  handling  worker  claims  of  in¬ 
equities  in  the  dollar  value  placed  on  their 
work  as  compared  with  other  work;  (C)  strik¬ 
ing  a  balance  between  stability  and  mobility 
incentives;  and  (D)  making  stability  incentives 
effective.  We  are  using  “problem”  here  in 
the  sense  that  unanticipated  consequences  re¬ 
sult  from  job  evaluation.  Management  has  to 
face  these  consequences  in  administering  com¬ 
pany  pay  scales. 
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FLEXIBILITY  OF  WORK  ASSIGNMENTS 

In  order  to  evaluate  work  assignments  it  is 
necessary  to  have  a  good  job  description.  The 
job  description  must  set  forth  all  the  tasks 
performed  so  that  each  task  in  the  work  assign¬ 
ment  may  be  evaluated.  Complete  job  descrip¬ 
tions  make  explicit  every  activity  contained  in 
the  tasks  performed.  You  will  recall  that  in 
Chapter  4  we  gave  a  job  description  for  a 
Strip  Roller,  setting  forth  the  detailed  activi¬ 
ties  of  his  work. 

Every  worker  comes  to  know,  through  his 
job  description,  what  is  included  in  his  work, 
and  what  is  excluded.  Making  the  job  descrip¬ 
tion  objective,  by  describing  its  details,  also 
makes  it  specific,  with  its  content  and  bound¬ 
aries  clearly  defined.  Under  such  circum¬ 
stances,  the  worker  most  likely  reacts  by  con¬ 
tending  that  only  those  activities  contained  in 
his  job  description  are  the  things  for  which 
management  can  hold  him.  Consequently,  the 
worker  may  refuse  to  do  any  work  that  is  not 
specifically  set  forth  in  his  job  description.  In 
short,  to  achieve  objectivity  in  job  descriptions 
for  purposes  of  job  evaluation,  work  assign¬ 
ments  become  rigid,  and  workers  hold  manage¬ 
ment  to  them  by  refusing  to  do  work  not 
contained  in  their  jobs. 

Two  examples  will  make  this  point  clear. 
In  a  plant  employing  10,000  workers,  as  a 
result  of  a  newly  instituted  job  evaluation 
plan,  machine  operators  were  refusing  to  per¬ 
form  jobs  they  considered  to  be  part  of  a 
higher  job  classification.  The  machine  oper¬ 
ators  were  ordered  by  management  to  make 
minor  adjustments  of  the  cutting  tools  on  their 
machines  while  they  were  operating.  The 
workers  refused,  claiming  that  tool  adjustment 
was  part  of  machine  setup  work.  Under  the 
job  evaluation  plan  machine  setup  work  was 
a  separate  job  paid  at  a  higher  rate.  Prior  to 
the  establishment  of  the  job  evaluation  plan 
there  was  no  question  that  tool  adjustment  was 
part  of  the  operator’s  task.  The  job  evaluation 
plan  had  served  to  emphasize  the  difference 
between  machine  operator  and  machine  setup 
man  (who  prepared  the  speeds  and  feeds  on 
the  machine  and  adjusted  the  cutting  tools 
prior  to  operation).  When  this  distinction  be¬ 
came  focused  in  two  separate  job  classifica¬ 
tions,  the  machine  operators  argued  that  they 


would  do  only  their  assigned  tasks,  or  would 
do  the  additional  work  only  if  paid  the  higher 
setup  man  rate  while  doing  it. 

The  second  example  also  occurred  in  a 
large  plant  employing  12,000  production 
workers.  On  production  welding,  finish  welders 
were  refusing  to  do  tack  welding  and  fitting 
work.  Before  making  the  finish  welds  requiring 
high  uniformity  and  accuracy,  large  parts  were 
put  in  a  fixture  holding  the  pieces  in  place. 
Then  temporary  “tack”  welds  were  made  at 
regular  intervals  to  hold  the  pieces  together 
rigidly  for  the  finish  weld.  Fitting  and  tack 
welding  were  lower  skilled  and  lower  rated 
jobs,  but  the  finish  welders  were  ordered  by 
management  to  do  them  in  the  interests  of 
maintaining  continuity  of  production.  Manage¬ 
ment  guaranteed  the  finish  welding  rate  even 
while  tack  welding  and  fitting  were  being  done. 
The  finish  welders  refused,  claiming  tack  weld¬ 
ing  and  fitting  did  not  come  within  their  job 
description.  The  finish  welders  had  been  seg¬ 
regated  by  their  job  descriptions  as  a  high 
class  work  group.  They  refused  to  perform 
lower  level  work  even  though  it  involved  no 
financial  sacrifice,  and  had  they  done  it,  would 
have  increased  over-all  output.  Job  descrip¬ 
tions  made  work  assignments  rigid  and  actually 
impaired  output  efficiency  in  this  case. 

We  may  conclude  that  an  inevitable  conse¬ 
quence  of  establishing  accurate  job  descrip¬ 
tions  for  job  evaluation  purposes  is  that  work 
assignments  become  more  rigid.  This  inflexi¬ 
bility  may,  in  turn,  have  adverse  consequences 
for  productive  efficiency. 

The  most  typical  method  for  handling  the 
issue  of  worker  unwillingness  to  take  on  new 
tasks  is  to  provide  a  systematic  standard  for 
determining  when  a  new  job  description  must 
be  made.  Usually,  any  change  in  equipment, 
materials,  or  product  is  declared  in  advance, 
as  the  signal  for  a  new  job  description  and  a 
new  evaluation  of  the  work  assignment.  These 
standards  are  even  written  into  union  contracts 
so  that  management  and  workers  know  when 
to  expect  a  new  job  study,  and  the  circum¬ 
stances  justifying  it.  Obviously,  the  need  for 
making  many  new  studies  of  changing  jobs 
places  a  considerable  burden  on  the  company 
job  evaluation  staff.  Such  a  staff,  once  estab¬ 
lished,  finds  a  heavy  work  load  and  tends  to 
grow  rapidly.  Thus,  in  order  to  preserve  some 
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flexibility  in  work  assignments,  management 
must  undertake  to  operate  a  new  staff  depart¬ 
ment,  adding  to  the  indirect  costs  of  produc¬ 
tion. 


JOB  INEQUITIES 

A  second  problem  in  administering  com¬ 
pany  pay  scales  involves  the  accuracy  with 
which  comparative  pay  rates  are  established. 
If  a  group  of  workers  feel  that  they  are  not 
being  paid  enough,  compared  with  the  pay 
for  other  jobs,  considerable  dissatisfaction  may 
result.  The  dissatisfaction  usually  takes  the 
form  of  claiming  an  inequity  in  pay.  Workers 
will  contend  that  they  work  just  as  hard,  but 
get  paid  less;  or  that  their  work  is  just  as  skilled 
but  is  paid  for  at  a  lower  rate. 

The  central  feature  of  all  claims  of  job  in¬ 
equity  is  that  the  job  evaluation  plan  itself  has 
made  an  error.  Through  some  mishap  a  par¬ 
ticular  job  has  not  received  as  high  an  evalua¬ 
tion  as  it  should.  It  is  notable  that  the  claim  of 
discrimination  is  always  made  from  the  van¬ 
tage  point  of  the  lower  rated  job.  The  bench¬ 
marks  for  measuring  inequities  are  always 
higher  rated  jobs,  against  which  it  is  contended 
that  a  lower  rated  job  has  suffered  by  com¬ 
parison.  The  correction  of  inequities,  there¬ 
fore,  takes  the  form  of  raising  the  lower  rated 
job  to  a  higher  pay  level,  if  the  raise  can  be 
justified. 


BALANCING  STABILITY  AND 
MOBILITY  INCENTIVES 

Every  financial  incentive  scheme  attempts 
to  provide  stability  and  mobility  incentives  at 
the  same  time.  It  is  necessary  to  organize  the 
relationships  among  jobs  so  that  it  becomes 
attractive  financially  to  move  from  a  lower  to 
a  higher  job.  It  is  also  necessary  to  provide 
some  range  of  pay  for  each  job  so  that  over  a 
period  of  years  the  worker  can  feel  he  is  mak¬ 
ing  some  financial  progress  without  changing 
his  job. 

A  compromise  is  always  required  in  achiev¬ 
ing  these  two  objectives.  In  order  to  achieve 
the  incentive  value  of  taking  job  promotions, 
the  differences  in  pay  between  present  and 
higher  work  assignments  have  to  be  relatively 
great.  In  order  to  maximize  the  incentive  value 
of  staying  on  the  present  job,  the  pay  range 
for  the  job  has  to  be  increased.  As  the  second 
is  accomplished,  there  is  a  greater  likelihood 
of  overlap  in  pay  between  jobs,  thereby  dimin¬ 
ishing  the  attractiveness  of  moving  to  the  next 
higher  job.  Therefore  the  pay  scales  of  a  com¬ 
pany  reflect  a  compromise  between  these  two 
non-compatible  objectives.  This  dilemma  is 
visualized  in  Chart  13.2  where  the  two  objec¬ 
tives  are  separately  pictured. 

The  compromise  between  mobility  and  sta¬ 
bility  incentives  is  usually  achieved  in  the  light 
of  the  requirements  of  the  particular  company 
or  industry.  If  the  organization  is  a  fast  grow- 
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ing  company,  there  are  likely  to  be  relatively 
narrow  job  and  salary  pay  ranges  accompanied 
by  sharp  differences  between  jobs  in  order  to 
encourage  people  to  move  upward  to  fill  the 
rapidly  opening  higher  positions.  If,  on  the 
other  hand,  the  company  is  a  stable  one,  not 
requiring  rapid  expansion  of  personnel,  there 
are  likely  to  be  relatively  wide  pay  ranges  for 
each  job  in  order  to  hire  people  for  those  jobs 
and  keep  them  there  for  long  periods  of  time 
until  needed  for  promotions.  At  the  same  time, 
such  companies  will  have  narrower  differences 
between  jobs  and  a  great  deal  more  overlap 
between  the  pay  scales  of  adjacent  work  as¬ 
signments. 

MAKING  STABILITY  INCENTIVES  EFFECTIVE 

To  keep  a  man  on  the  same  work  assign¬ 
ment  for  a  long  period  of  time  and  still  provide 
him  with  adequate  financial  incentives  is  not 
easy.  There  is  a  crucial  administrative  problem 
in  making  stability  incentives  effective.  This 
problem  is:  how  does  the  employee  progress 
up  the  rate  range  for  his  work? 


The  stability  incentives  must  be  effective  in  the 
occupation  of  printer.  The  younger  man  still  learn¬ 
ing  his  trade  can  see  his  long  time  career  moving 
just  a  few  steps  to  the  place  of  his  older  colleague. 
To  all  intents  the  younger  man  reached  about  as  far 
as  he  will  go,  with  many  years  of  work  still  ahead 
of  him. 


A  person  can  move  from  the  bottom  to  the 
top  of  the  wage  range  for  his  work  assignment 
in  one  of  two  ways.  His  pay  increases  may  be 
automatic,  or  they  may  be  based  on  some 
measure  of  performance. 

Where  it  is  difficult  to  measure  work  per¬ 
formance,  as  would  be  true  in  most  managerial 
positions,  and  some  office  and  shop  jobs,  an 
automatic  progression  policy  is  likely  to  be 
used.  Such  a  policy  defines  a  beginner’s  rate 
for  the  work.  After  a  fixed  period  of  time  (say 
six  months  to  a  year)  the  employee  is  given  a 
permanent  rating  and  a  pay  increase.  Future 
increases  may  be  given  at  periodic  intervals, 
in  stated  amounts.  After  a  period  of  several 
years  or  more,  the  person  has  progressed  to 
the  top  pay  rate  for  his  work  assignment.  This 
progress  has  been  up  a  step-like  pay  scale  for 
the  job.  Movement  to  the  next  higher  step  re¬ 
sults  from  a  given  period  of  service  with  at 
least  an  average  level  of  performance.  It 
should  be  clear  that  automatic  progression 
from  bottom  to  top  of  the  job  pay  range  is 
simple  to  administer.  Everyone  makes  the 
move  upward,  unless  he  is  below  average,  in 
which  instance  he  is  likely  to  be  fired  or  trans¬ 
ferred.  Thus  over  a  relatively  short  period  of 
time  more  and  more  employees  tend  to  reach 
the  top  of  the  pay  scale  for  their  work. 

Even  though  it  is  easy  to  administer,  the 
automatic  progression  system  tends  to  destroy 
the  incentive  for  stability.  When  the  majority 
of  fellow-workers  are  at  the  top  pay  for  your 
work  along  with  you,  there  is  no  effective  fu¬ 
ture  pay  target,  and  no  satisfaction  at  being 
higher  paid  than  the  others.  Indeed,  an  auto¬ 
matic  within-job  pay  increase  system  is  likely 
to  generate  real  pressures  for  general  wage  in¬ 
creases  as  an  increasing  proportion  of  people 
reach  the  top  of  their  job  pay  scales.  The  gen¬ 
eral  wage  increase  then  becomes  the  only  way 
employees  can  stay  on  their  present  work  as¬ 
signment  and  still  get  more  money. 

Where  stability  incentives  are  based  on 
meritorious  performance  an  added  burden  is 
placed  on  management  to  measure  or  evaluate 
merit.  The  problem  is  essentially  this:  How 
will  management  know  the  people  who  per¬ 
form  above  average  so  that  they  can  be  given 
a  pay  increase  as  a  reward?  What  management 
is  trying  to  do  is  reward  exceptionally  meritor¬ 
ious  performance.14  Ordinarily,  for  poor  per- 
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formance,  management  does  not  give  a  pay  or 
salary  cut;  it  simply  withholds  a  pay  increase 
to  signalize  its  displeasure  with  the  person’s 
performance. 

It  is  clear  that  merit  increases  in  pay  within 
the  job  classification  require  some  way  to 
measure  merit.  Let  us  look  at  the  fundamentals 
of  merit  rating  as  a  process  that  are  the  same 
for  all  systems  used.  All  systems  of  merit  rat¬ 
ing  are  methods  for  gathering  opinions  about 
an  employee  from  one  or  several  other  mem¬ 
bers  of  the  work  organization.  Merit  ratings 
are  always  opinion  data.15 

All  merit  rating  systems  suffer  from  the 
usual  limitations  of  opinion  data.  The  first 
general  limitation  of  opinion  data  is  the  “halo 
effect”:  that  a  general  opinion  will  influence 
specific  opinions  about  single  items.  If  I  think 
an  employee  is  generally  good,  I  will  rate  him 
“excellent”  or  “good”  on  all  the  individual 
items  (ability,  dependability,  loyalty,  skill, 
cooperativeness,  and  so  forth)  for  which  a  rat¬ 
ing  is  asked.  If  I  think  the  man  is  below  aver¬ 
age,  I  will  rate  the  individual  items  as  “poor” 
or  “below  average.”  This  halo  effect  is  an  im¬ 
portant  limitation  of  the  opinion  data  used  for 
merit  ratings. 

A  second  general  limitation  of  opinion  data 
is  the  personal  orientation  of  the  rater  toward 
others.  Some  people  tend  to  rate  very  favor¬ 
ably,  while  others  tend  to  be  tough  in  their 
ratings.  Each  person  expresses  his  particular 
biases  in  the  opinions  he  holds  of  the  people 
around  him.  In  order  to  have  some  degree  of 
uniformity  when  the  opinion  data  of  several 
raters  are  used,  the  bias  of  the  individual 
raters  has  to  be  discounted. 

A  third  limitation  of  opinion  data  is  that 
the  more  general  the  item  being  evaluated,  the 
less  discriminating  is  the  opinion  about  it  like¬ 
ly  to  be.  In  an  effort  to  standardize  merit  rat¬ 
ings,  a  company  will  often  have  all  incumbents 
of  jobs,  positions,  and  offices  rated  on  the 
same  items.  For  example,  they  may  all  be 
rated  on  “cooperativeness.”  This  may  be  an 
important  item  to  measure  for  an  executive, 
or  a  sales  person  serving  the  public.  It  may 
be  a  wholly  irrelevant  item  in  measuring  the 
performance  of  the  night  watchman.  In  some 
instances,  as  in  the  case  of  the  inspector,  he 
might  have  to  be  rated  “low”  on  cooperation 
to  be  considered  good,  since  that  indicates  he 


is  not  likely  to  be  in  collusion  with  the  workers 
whose  output  he  is  inspecting. 

Granting  the  three  basic  limitations  of  opin¬ 
ion  data,  and  correcting  for  them,  it  is  possible 
to  design  a  merit  rating  system  that  does  point 
out  the  above-average  personnel  eligible  for 
pay  increases.  Under  a  good  merit  rating  plan, 
employees  in  a  given  job  classification  are 
likely  to  be  distributed  more  evenly  than  under 
an  automatic  increase  plan,  along  the  pay 
range  for  the  classification.  This  avoids  bunch¬ 
ing  at  the  top  limit  of  the  pay  scale,  character¬ 
istic  of  automatic  pay  increases. 

However,  every  time  an  individual  does 
not  get  a  merit  increase  due  to  a  low  rating 
by  his  boss,  the  subordinate’s  enthusiasm  for 
the  boss  is  likely  to  decrease.  Merit  rating 
schemes  are  notorious  for  placing  strains  on 
authority  relations  in  the  work  organization. 
The  stress  is  particularly  great  on  the  authority 
holder.  He  is  placed  under  great  pressure  to 
justify  low  ratings  to  subordinates  who  receive 
them.  It  is  not  always  easy  to  face  an  irate 
employee,  who,  having  little  to  lose  by  com¬ 
plaining,  comes  storming  into  the  boss’  office 
demanding  an  explanation  of  his  low  merit 
rating. 

We  may  conclude,  generally,  that  it  is  not 
easy  to  make  the  financial  incentives  for  sta¬ 
bility  operate  effectively.  We  have  looked  at 
some  of  the  technical  problems  involved  in 
making  stability  incentives  work.  Insofar  as  an 
employee  is  satisfied  to  stay  in  his  present 
work  assignment  for  a  long  time,  we  are  justi¬ 
fied  in  concluding  that  the  financial  rewards 
for  job  stability  are  less  important  than  other 
kinds  of  rewards.  The  non-financial  incentives 
will  be  examined  later  in  this  chapter. 

UNANTICIPATED  CONSEQUENCES  OF  PAY 
SYSTEMS 

There  are  two  interesting  and  important 
consequences  of  pay  systems  that  are  not  al¬ 
ways  expected  when  the  systems  are  estab¬ 
lished.  The  first  is  the  way  in  which  financial 
rewards  are  used  to  encourage  and  enforce 
conforming  behavior  by  subordinates.  The  sec¬ 
ond  consequence  is  the  impact  on  the  destiny 
of  the  authority  holder  of  the  fact  that  he  is 
part  of  the  financial  reward  system. 
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The  responsibility  of  the  authority  holder  for 
determining  whether  a  person  gets  a  pay  in¬ 
crease  or  promotion  becomes  one  key  incentive 
for  the  subordinate  to  orient  himself  accept¬ 
ably  toward  his  boss.  The  boss  can  recommend 
merit  increases,  or  he  can  block  them  with  a 
low  rating.  The  boss  can  recommend  promo¬ 
tion,  or  he  can  advise  against  it.  The  super¬ 
visor  is  in  a  key  position  to  influence  the  work¬ 
ing  destiny  of  his  subordinates.  Where  a  merit 
rating  plan  is  used,  the  periodic  ratings  are 
made  a  part  of  the  employee’s  permanent  per¬ 
sonnel  record.  This  can  mark  a  man,  and  he 
has  a  hard  time  living  down  a  bad  reputation 
established  by  past  merit  ratings.  The  way  in 
which  pay  systems  are  administered  provides 
the  work  organization  with  significant  control 
over  the  behavior  of  its  members. 

An  undesirable  consequence  of  the  connec¬ 
tion  between  pay  systems  and  authority  struc¬ 
tures  is  the  possibility  of  favoritism  being  dis¬ 
played  by  supervisors.  A  supervisor  may  use 
pay  increases  and  promotions  in  a  discrimina¬ 
tory  fashion.  Without  a  grievance  procedure 
and  the  protection  of  a  union,  the  supervisor’s 
authority  may  be  abused,  destroying  whatever 
incentive  the  pay  system  may  have  for  high 
level  performance,  and  substituting  “apple 
polishing”  as  the  single  criterion  for  advance¬ 
ment. 

The  fact  that  the  authority  holder  is  im¬ 
portant  in  administering  the  financial  reward 
system  has  two  important  consequences  for 
his  own  destiny.  In  the  first  place,  his  evalua¬ 
tion  of  his  subordinates  becomes  a  test  of  his 
own  effectiveness  as  a  supervisor.  In  the  sec¬ 
ond  place,  he  is  given  the  responsibility  for 
sponsoring  his  own  successor. 

If  a  supervisor  rates  his  crew  members  low, 
his  own  boss  is  likely  to  question  the  advisa¬ 
bility  of  keeping  the  low  rated  people,  and 
may  even  wonder  why  the  supervisor  took 
them  on  in  the  first  place.  A  supervisor’s  low 
ratings  of  his  subordinates  may  raise  questions 
about  his  capacity  to  pick  and  develop  people. 
On  the  other  hand,  should  the  supervisor  have 
many  highly  rated  people  in  his  unit,  he  may 
suffer  serious  personnel  turnover.  Under  the 
circumstances  the  supervisor  may  develop  the 
reputation  for  knowing  how  to  pick  good  peo¬ 
ple,  but  at  the  same  time,  experience  difficulty 
in  running  his  own  unit  because  the  company 


will  constantly  steal  personnel  away  from  him 
to  promote  to  jobs  in  other  departments. 

The  destiny  of  the  supervisor  is  also  in¬ 
volved  in  the  selection  of  his  own  replacement. 
It  is  a  common  belief  in  industry  that  every 
supervisor  should  always  be  training  his  suc¬ 
cessor.  Every  management  position  should  be 
two  deep,  and  preferably  three  or  four  deep. 
Management  presses  each  authority  holder  to 
select  and  develop  a  replacement.  By  manipu¬ 
lating  promotions  and  merit  increases,  the 
supervisor  is  in  a  position  to  sponsor  his  own 
successor. 

There  are  some  subtle  issues  involved  in 
choosing  a  replacement.  An  obvious  designa¬ 
tion  of  an  heir  apparent  may  be  punishing  to 
the  man  selected.  His  peers  may  consider  him 
a  “fair  haired  boy”  and  make  his  life  miserable. 
The  judgment  of  the  supervisor  may  also  be 
called  into  question  by  management.  Is  the 
supervisor  really  capable  of  selecting  the  best 
possible  replacement?  Finally,  the  supervisor 
may  feel  threatened  by  having  his  own  replace¬ 
ment  breathing  down  his  neck,  ready  to  take 
over.  In  short,  every  supervisor  develops  a 
sensitivity  about  the  mixed  blessings  attaching 
to  his  involvement  as  an  authority  holder  in 
the  financial  incentive  systems  of  his  work 
organization. 

We  can  now  summarize  financial  incentive 
systems,  as  they  stimulate  mobility  and  sta¬ 
bility,  in  the  following  terms.  The  intention  of 
financial  payoff  is  to  reward  better  than  aver¬ 
age  performance  with  more  pay.  But  we  have 
now  seen  that  the  payoff  is  partly  for  conform¬ 
ing  behavior  as  well  as  above  average  output. 
Men  given  periodic  pay  increases  and  promo¬ 
tions  may  be  sociologically  the  most  deserving 
of  reward.  This  is  so  because  both  their  output 
records,  and  their  conforming  behavior,  are 
being  measured  and  rewarded.  It  may  even  be 
true  that  the  highest  producers  do  not  get  the 
top  rewards  because  they  rebel  against  con¬ 
forming  to  authority! 

INDIVIDUAL  AND  GROUP  PAYMENT  METHODS 

Payment  to  the  individual  for  his  work  per¬ 
formed  is  based  on  the  assumption  that  it  is 
easiest  to  be  induced  to  work  hard  when  you 
can  see  a  direct  relationship  between  your  own 
output  and  its  reward.  In  measured  day  work 
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(pay  is  by  the  hour  with  a  fixed  minimum  num¬ 
ber  of  units  of  output)  the  individual  is  sup¬ 
posed  to  see  the  connection  between  his  own 
work  behavior  and  his  payoff  for  it.  Where 
graduated  pay  is  used  (more  pay  for  more 
output,  often  called  an  “incentive”  system) 
the  connection  between  efforts  and  output  is 
supposed  to  be  even  clearer  to  the  individual.16 
The  management  motive  for  paying  the  indi¬ 
vidual  for  his  own  output  is  that  it  will  make 
each  worker  develop  a  deeper  sense  of  respon¬ 
sibility  for  his  work  assignment. 

Payment  to  a  group  of  workers  for  their 
joint  output  is  largely  justified  on  the  grounds 
that  the  group  becomes  self-policing.  If  every¬ 
one’s  pay  depends  on  the  joint  effort,  laggards 
will  be  urged  on,  or  punished,  by  their  eager 
fellow  workers.  Consequently,  the  burden  of 
supervision  is  reduced.  At  the  same  time,  the 
group  payment  method  mobilizes  the  work 
group  in  the  interests  of  the  work  organization. 
Paying  the  group,  then,  can  also  utilize  morale 
as  an  important  ingredient  of  production. 

The  literature  on  group  vw.  individual  meth¬ 
ods  of  payoff  tends  to  extol  the  virtues  of  one 
method  over  the  other.17  The  fact  of  the  matter 
is  that  both  methods  work,  and  work  well.  The 
reason  for  this  is  clear.  The  goals  or  objectives 
of  each  of  the  methods  are  different.  If  man¬ 
agement  is  seeking  to  develop  individual 
worker  responsibility,  then  the  individual 
method  is  preferable.  If  management  is  trying 
to  reduce  administrative  overhead,  and  wants 
to  mobilize  the  work  group  for  organization 
purposes,  then  the  group  method  should  be 
used.18 

The  only  limitation  on  either  method  is 
that  the  unit  of  payment  be  appropriate  to  the 
output  situation.19  Where  an  individual’s  out¬ 
put  is  clearly  evident  in  the  flow  of  work,  then 
the  payment  to  him  is  appropriate.  Where  it  is 
difficult  to  follow  the  individual  contribution 
of  a  worker,  or  where  his  contribution  is  inti¬ 
mately  dependent  on  the  work  of  others,  then 
a  group  payment  system  is  called  for.  The 
group  should  be  a  natural  production  unit, 
with  the  group  output  clearly  measurable. 

OTHER  FINANCIAL  PAYOFFS 

There  is  a  wide  variety  of  financial  incen¬ 
tives  other  than  wages  or  salaries.  Profit  shar¬ 


ing,  bonuses,  free  medical  and  other  services, 
suggestion  systems  that  pay  in  dollars,  and  at 
the  executive  ranks,  the  generous  expense  ac¬ 
counts,  company  limousines,  and  “working” 
vacations,  are  all  examples  of  added  financial 
incentives  for  working.20 

Periodically,  interest  turns  to  the  additional 
financial  incentives  in  a  search  for  new  ways 
to  stimulate  employee  effort.  Perhaps  the  cen¬ 
tral  reason  for  such  interest  lies  in  the  fact,  al¬ 
ready  examined,  that  companies  are  less  and 
less  different  from  each  other  in  their  straight 
financial  payoffs.  The  averaging  of  wages  and 
salaries  with  those  of  the  community  or  in¬ 
dustry  means  that  the  distinctive  company  has 
to  have  added  financial  incentives. 

The  literature  is  full  of  special  pleading  for 
particular  ways  of  making  the  additional  finan¬ 
cial  payoffs.  It  is  probably  true  that  all  added 
incentives  work,  more  or  less  successfully. 
That  is,  they  work  in  the  sense  that  employees 
will  gladly  accept  any  methods  for  “sweeten¬ 
ing  the  take-home.”21 

One  of  the  pitfalls  involved  in  using  added 
financial  incentives  is  the  effort  sometimes 
made  to  substitute  uncertain  special  incentives 
for  certain  wages  or  salaries.  In  the  most  ex¬ 
treme  case,  where  a  salesman  works  on  a 
straight  commission  for  each  sale  made,  with 
a  bonus  for  exceeding  a  quota,  the  incentive 
value  of  the  added  earnings  may  be  over¬ 
whelmed  by  the  insecurity  of  no  earnings  in 
a  bad  week  or  month.  In  short,  special  finan¬ 
cial  incentives  can  only  be  effective  when 
added  to  the  basic  financial  incentives.  The 
added  incentives  cannot  take  the  place  of  a 
regular  payoff  for  work  performed. 

MONEY  MAKES  THE  WORLD  GO  ROUND 

It  has  become  part  of  the  folklore  of  indus¬ 
trial  management  to  assert  that  wages  and 
salaries  are  not  the  most  important  incentive 
for  work.  Studies  are  cited  to  show  that  work¬ 
ers  rank  earnings  below  the  top  when  asked 
what  they  like  most  about  their  work.  Does 
this  really  prove  that  other  incentives  really 
take  precedence  over  income  from  work?  The 
answer  is  a  clear  negative. 

If  wages  and  salaries  are  comparable  to  the 
going  community  or  industry  rates,  then  they 
are  likely  to  be  taken  for  granted,  as  Haire  and 
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Gottsdanker  and  others  have  pointed  out.22  If 
employees  feel  that  their  basic  financial  payoff 
is  at  an  acceptable  level,  then  and  only  then 
will  they  rate  other  incentives  as  more  im¬ 
portant  to  them.  This  is  illustrated  in  the  case 
of  the  Detroit  Edison  Company  where  job 
security  was  excellent,  but  where  wage  levels 
fell  below  the  going  rates  in  the  automobile 
plants.  When  the  8,075  workers  were  asked, 
“What  do  you  like  least  about  working  for 
Detroit  Edison?”  one  out  of  every  five  re¬ 
ported  earnings.  In  this  study,  19  per  cent 
would  not  or  could  not  give  an  answer  to  this 
question,  so  that  almost  one  quarter  of  all 
those  responding  gave  earnings  as  the  most 
disliked  aspect  of  working  for  the  company.23 
Twenty-two  per  cent  of  these  same  workers 
rated  chances  for  promotion  as  the  most  dis¬ 
liked  aspect  of  their  work.  Eight  other  reasons 


for  not  liking  work  in  the  company  drew  only 
one  to  seven  per  cent  of  the  responses.  It  seems 
clear  from  this  evidence  that  when  the  basic 
financial  payoff  is  not  considered  adequate, 
employees  have  no  difficulty  in  recognizing 
this,  and  being  unhappy  about  it. 

In  our  society  money  does  make  the  world 
go  around.  As  Katz  has  pointed  out,  a  worker 
wants  economic  advancement  and  economic 
security  for  himself  and  his  family.24  Taking 
a  job  is  a  means  to  this  end.  In  our  society,  as 
Veblen  long  ago  suggested,  we  have  measured 
most  forms  of  human  activity  in  money  terms. 
Money  is  the  universal  medium  of  exchange 
that  can  buy  anything  from  man’s  brainpower 
to,  it  is  alleged,  woman’s  virtue.  Income  re¬ 
mains  the  all-important  means  for  satisfying 
human  wants  and  needs.  Income  from  wages 
and  salaries  is  the  major  incentive  to  work.25 


N  0  N  -  F I N A N C I AL  INCENTIVES 


We  have  already  suggested  that  non-finan- 
cial  incentives  are  forms  of  payment  for  work¬ 
ing  where  the  inducement  is  not  a  monetary 
one.  The  affirmative  definition  of  non-financial 
incentives  is:  the  psychic  rewards,  or  the  re¬ 
wards  of  enhanced  position,  that  can  be  se¬ 
cured  in  the  work  organization. 

There  are  two  general  forms  of  psychic  re¬ 
wards  with  which  we  will  deal.  The  first  is 
satisfaction  with  the  work  assignment,  some¬ 
times  called  job  satisfaction.  The  second  is 
“privilege  pay,”  which  is  the  free  access  to 
interaction  with  those  in  a  superior  organiza¬ 
tion  rank. 

There  are  three  major  forms  of  position 
rewards  that  can  be  won  at  work.  The  first  is 
“power  pay,”  which  is  an  increase  in  the 
essentiality  or  exclusiveness  of  a  work  assign¬ 
ment.  The  second  is  “authority  pay,”  an  ad¬ 
vancement  into  a  position  of  greater  authority. 
The  last  is  “status  pay,”  an  increase  in  value 
attaching  to  a  person  on  some  comparative 
standard  of  judgment. 

JOB  SATISFACTION 

One  of  the  rewards  for  some  people  at 
work  is  the  satisfaction  they  get  from  their 


tasks.  The  work  assignment  itself  is  a  source 
of  job  satisfaction.  The  big  question  is  this: 


Service  pins  awarded  for  10,  20,  30  years  service  in 
a  company  may  have  little  monetary  value.  However, 
they  are  widely  accepted  as  a  symbol  of  the  contribu¬ 
tion  made  by  individuals  in  terms  of  service.  Perhaps 
these  awards  symbolize  for  those  who  draw  satisfac¬ 
tion  from  them,  as  this  man  obviously  does,  an  inner 
feeling  of  job  achievement  that  is  given  ceremonial 
support  by  the  company. 


An  industrial  artist  retouching  photograph 
plates  preparatory  to  making  multicolor 
printing  plates.  His  work  will  result  in  faith¬ 
ful  reproduction  of  the  picture  standing  be¬ 
side  him.  This  kind  of  skilled  work  can  bring 
out  positive  feelings  of  job  satisfaction. 


what  is  there  about  work  assignments  that 
provides  personal  satisfaction?  Studies  do  not 
give  us  conclusive  answers  to  this  question. 
However,  the  partial  answers  are  suggestive. 

In  general,  there  is  strong  evidence  that  job 
satisfaction  increases  with  the  skill  required 
to  do  work.  Harrell  summarizes  a  number  of 
studies  reaching  this  general  conclusion.20  A 
series  of  studies  by  Hoppock  shows  that  more 
than  90  per  cent  of  a  group  of  500  teachers 
like  their  work,  while  among  a  cross  section 
of  over  300  people  in  a  Pennsylvania  town  an 
index  of  job  satisfaction  increased  as  one 
moved  up  the  skill  ladder.27  In  a  study  of 
working  youth,  Bell  found  that  98  per  cent  of 
those  working  in  canning  factories  and  textile 
mills  as  unskilled  laborers  hated  their  jobs.28 
In  a  study  of  an  automobile  assembly  line, 
Walker  and  Guest  found  that  most  of  the 
workers  did  not  get  satisfaction  out  of  their 
work  and  wished  that  they  did.29 

In  a  cross  section  of  thousands  of  industrial 
workers  who  were  asked  about  their  satisfac¬ 
tion  with  work,  Hull  and  Kolstad  concluded 
that  people  in  highly  skilled  trades  responded 
with  greater  satisfaction  about  their  work 
than  did  unskilled  labor.30  Studies  by  Thorn¬ 
dike,31  Uhrbrock,32  and  Super,33  confirm  the 
increase  in  amount  of  job  satisfaction  that 
comes  with  higher  skill  and  more  complex 
work. 

In  an  attempt  to  separate  out  the  intrinsic 
job  satisfaction  factors  from  the  general  liking 
for  all  aspects  of  one’s  work,  Morse  studied 
580  clerical  employees  of  an  Eastern  insurance 
company.34  In  responses  to  interview  questions 
only  7  per  cent  of  high  level  technical  em¬ 
ployees  revealed  low  satisfaction  with  the  spe¬ 
cific  work  they  were  doing,  while  41  per  cent 


of  those  doing  repetitive  clerical  work  had  low 
job  satisfaction  scores.  The  relationship  was 
not  changed  by  holding  constant  length  of 
service  and  salary. 

If  we  ask  what  there  is  about  a  work  assign¬ 
ment  that  makes  it  satisfying,  some  partial 
answers  are  suggested  by  several  studies.  In 
the  Morse  study  those  who  had  higher  job 
satisfaction  scores  tended  to  describe  their  jobs 
as  being  more  varied,  and  giving  them  some 
chance  for  decisions  about  their  work.  This 
conclusion  is  also  reached  by  Walker  and 
Guest  in  their  study  of  the  automobile  as¬ 
sembly  line.  Another  study  by  the  Michigan 
Survey  Research  Center  of  5,700  production 
workers  in  heavy  industry  revealed  that  51 
per  cent  would  like  to  have  more  to  say  about 
the  way  their  work  is  done,  although  40  per 
cent  were  not  interested  in  having  more  deci¬ 
sion  making  responsibility  about  their  jobs. 
In  this  same  study  65  per  cent  of  the  people 
felt  that  their  work  could  be  done  better  if 
they  had  more  chance  to  make  suggestions 
about  such  things  as  design,  layout,  and  set-up 
of  their  own  work.35 

We  may  conclude,  then,  that  people  doing 
more  difficult  and  more  skilled  tasks  get  more 
rewards  from  their  work  in  the  form  of  job 
satisfaction.  In  particular,  they  seem  to  enjoy 
the  variety  of  their  work  and  the  sense  of 
personal  responsibility  they  have  for  doing  it.30 

These  general  conclusions  suggest  that  at 
the  lower  reaches  of  most  work  organizations 
the  non-financial  reward  of  job  satisfaction 
probably  does  not  operate  generally  as  a  sig¬ 
nificant  incentive.  It  is  also  true  that  most 
industrial  workers  start  their  working  life  at 
the  lowest  skill  levels.  This  poses  an  interest¬ 
ing  administrative  problem.  As  some  of  these 
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workers  gradually  move  up  into  higher  skill 
work  assignments,  they  probably  have  to 
change  from  an  indifferent  or  even  hostile  at¬ 
titude  toward  job  satisfaction,  to  an  outlook 
in  which  they  value  the  satisfaction  rewards 
they  get  from  doing  their  tasks.  This  is  an¬ 
other  way  of  suggesting  that  different  incen¬ 
tives  operate  at  successive  stages  in  working 
life  histories.  Industrial  managers  might  well 
ponder  this  conclusion,  and  not  expect  job 
satisfaction  comparable  to  their  own  from 
unskilled  and  semi-skilled  subordinates. 


PRIVILEGE  PAY 

Privilege  pay,  like  job  satisfaction,  is  essen¬ 
tially  a  psychic  reward.  Both  result  in  a  feeling 
or  attitude  of  wellbeing  and  pleasure.  We  mean 
by  privilege  pay  the  freedom  with  which  au¬ 
thority  holders  permit  subordinates  to  interact 
with  them.  People  in  authority  can  accord  to 
their  subordinates  opportunities  for  interac¬ 
tion,  or  these  opportunities  can  be  withheld. 
It  is  a  genuine  privilege  to  a  subordinate  to  be 
able  to  talk  with  his  boss  as  another  human 
being. 

Privilege  pay  is  highly  valued.  Subordinates 
like  to  feel,  in  particular,  (A)  that  they  are 
free  to  talk  to  the  boss  about  working  prob¬ 
lems,  (B)  that  their  boss  values  their  profes¬ 
sional  and  technical  opinion,  and  really  wants 
them  to  be  free  to  express  their  opinions  about 
operating  problems  troubling  the  boss  (e.g., 
to  be  the  opposite  of  “yes  men”),  and  (C) 
that  there  is  an  area  of  discourse  with  the  boss 
where  they  can  be  man-to-man  with  each 
other.  When  the  boss  is  able  to  create  an  at¬ 
mosphere  in  which  these  goals  of  subordinates 
are  achieved,  then  the  subordinates  have  been 
paid  off  in  privilege  pay.  They  have  earned 
the  privilege  of  setting  aside  the  boss-subordi¬ 
nate  relationship,  under  some  conditions,  and 
at  some  times.37 

There  has  been  a  very  vigorous  movement 
in  personnel  circles  to  encourage  bosses  to 
make  more  liberal  use  of  privilege  pay  as  a 
work  incentive.  This  general  movement  goes 
under  the  name  of  “group  dynamics.”  The 
formal  rationalization  for  using  a  group  dy¬ 
namics  approach  as  a  boss  is  that  it  succeeds 
in  unlocking  hitherto  unused  human  resources 


of  the  organization.  By  involving  people  in 
making  decisions  about  their  own  work,  more 
effective  brain  power  is  mobilized  on  behalf  of 
the  work  organization.  Many  studies,  of  which 
the  report  by  Kahn  and  Katz38  is  representa¬ 
tive,  establish  this  conclusion. 

The  fact  that  people  enjoy  and  value  par¬ 
ticipation  in  determining  their  own  working 
destiny  appears  undisputed.  The  “group  dy¬ 
namics”  approach,  initiated  through  the  re¬ 
search  of  Kurt  Levin,39  has  been  extremely 
valuable  in  providing  an  alternative  to  what 
Worthy40  has  called  the  “machine  theory  of 
organization,”  or  what  Mayo41  had  earlier 
called  the  “rabble  hypothesis”  of  industrial  ad¬ 
ministration.  In  the  more  mechanical  view  of 
industrial  administration  it  is  assumed  that  the 
work  organization  operates  most  effectively 
only  by  using  its  formal  structures  and  official 
channels  and  means  of  interaction. 

In  the  group  dynamics  view,  it  is  recognized 
that  human  beings  respond  to  a  wide  range  of 
incentives,  of  which  privilege  pay  is  an  im¬ 
portant  one.  It  has  not  generally  been  recog¬ 
nized  by  the  proponents  of  the  group  dynamics 
approach  that  what  the  subordinate  gets  out  of 
the  group  dynamics  situation  is  privilege  pay. 
Most  of  the  studies  of  employee  reaction  do 
not  go  beyond  pointing  out  the  greater  satis¬ 
faction  reported  by  subordinates.42  It  should 
be  recognized,  however,  that  the  principal 
reason  for  such  satisfaction  is  the  opportunity 
to  interact  with  the  boss  as  a  relative  equal, 
under  particular  circumstances.  It  is  the  boss 
who  is  conferring  this  privilege  on  his  subor¬ 
dinates.  He  is  giving  them  privilege  pay.  In¬ 
deed,  the  management  literature  makes  this 
crystal  clear.  The  great  difficulty  in  making  a 
group  dynamics  approach  work  is  getting  the 
boss  to  accept  and  use  it.43  Only  when  the  boss 
is  willing  to  accord  this  privilege  pay  to  his 
subordinates  will  the  method  work. 

Privilege  pay  is  an  important  non-financial 
incentive  for  work.  In  particular,  it  works  be¬ 
cause  it  modifies  the  authority  structure  of 
work  organizations.  It  changes  the  boss  from 
an  “oracle”  to  a  troubled  administrator,  seek¬ 
ing  the  best  help  he  can  get  from  his  working 
associates  and  subordinates.  Privilege  pay  sub¬ 
stitutes  for  an  unquestioning  response  to  au¬ 
thority  by  subordinates,  an  attitude  of  cooper¬ 
ation.  In  order  for  privilege  pay  to  be  an  ef- 
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fective  incentive,  the  boss  must  be  willing  to 
admit  that  he  “doesn’t  know,”  and  be  willing 
to  pay  off  his  subordinates  with  the  privilege  of 
expressing  their  best  ideas  to  him,  in  helping 
him  be  a  more  effective  boss. 

POWER  PAY 

We  have  already  indicated  that  power  pay, 
authority  pay,  and  status  pay  are  rewards  of 
enhanced  position  that  can  be  secured  at  work. 
Each  form  of  pay  serves  to  improve  the  posi¬ 
tion  of  the  person  receiving  it. 

Power  pay  is  the  reward  conferred  on  a 
person  by  making  his  tasks  more  important 
in  the  organization.  It  is  one  of  the  precepts 
of  management  that  subordinates  should  be  en¬ 
couraged  in  many  ways  to  feel  that  their  work 
is  important  to  the  organization.  This  is  the 
way  in  which  power  pay  as  a  non-financial  in¬ 
centive  is  usually  discussed.  When  we  stop  to 
ask  what  is  meant  by  importance,  we  discover 
it  can  be  described  in  two  ways.  The  work  is 
important  because  its  performance  is  essential; 
or  the  work  is  important  because  no  one  else 
does  it  or  can  do  it. 

The  most  direct  forms  of  power  pay  are  to 
make  the  work  more  important,  or  to  give  the 
worker  more  exclusive  jurisdiction  over  it. 
This  usually  involves  actual  changes  in  tasks 
and  the  assignment  of  work  responsibility.  For 
example,  a  man  operating  a  machine  tool  may 
be  told  that  the  accuracy  of  his  work  de¬ 
termines  the  functioning  of  a  finished  product. 
He  may  not  only  be  told  the  tolerance  dimen¬ 
sions  within  which  he  is  expected  to  hold  the 
items  he  produces,  but  may,  in  addition,  be 
given  instruction  in  using  micrometers  and 
gages  to  measure  his  output.  He  may  also  be 
given  the  responsibility  for  checking  his  own 
work,  and  making  adjustments  in  the  machine 
to  correct  for  inaccuracies.  The  worker  now 
knows  that  his  output  is  considered  highly 
essential  and  is  given  the  means  for  insuring 
that  he  will  fulfill  his  critical  responsibility.  He 
has  been  paid  off  in  power  pay. 

To  take  another  example  of  power  pay,  a 
branch  plant  accountant  may  be  given  the  sole 
responsibility  for  forwarding  accurate  account¬ 
ing  reports  to  the  home  office  of  the  firm.  Here 
the  person  is  impressed  with  his  critical  im¬ 


portance  as  the  only  link  between  the  records 
of  the  branch  plant  and  the  home  office.  The 
power  pay  comes  in  the  form  of  exclusive  ju¬ 
risdiction  over  a  work  assignment. 

The  subjective  response  to  power  pay  is 
clear.  A  person  feels  his  own  importance  when 
he  is  aware  of  the  position  of  power  he  holds. 
Whiting  Williams  long  ago  reported  this  sense 
of  power  among  the  lowly  workers  with  whom 
he  worked  as  an  observer.44 


This  man  controls  the  oil  well  drilling  operation.  His 
is  a  job  of  considerable  responsibility,  being  both 
essential  to  the  drilling  operation,  and  performed 
exclusively  by  him.  Does  his  obvious  interest  and 
alertness  suggest  that  he  responds  favorably  to  his 
"power  pay"? 

Power  pay  can  be  an  exceedingly  strong 
incentive.  It  applies  at  all  levels  of  the  organi¬ 
zation.  The  satisfaction  resulting  from  it  does 
not  depend  on  the  absolute  amount  of  power 
a  person  actually  holds.  The  satisfaction  with 
this  kind  of  non-financial  payoff  results  from 
a  clear  recognition  that  work  is  somehow  im¬ 
portant,  and  that  superiors  recognize  its  im¬ 
portance.  In  short,  there  is  a  real  reward  in 


INCENTIVES 


245 


knowing  that  one’s  work  has  an  important 
function  in  the  organization. 

AUTHORITY  PAY 

Authority  pay  is  the  promotion  to  a  position 
of  greater  authority.  It  is  the  most  generally 
used  of  the  non-financial  incentives.  For  all 
those  employees  who  aspire  to  get  ahead  at 
work  by  moving  into  the  ranks  of  management, 
authority  pay  is  a  potent  incentive. 

In  relatively  simple  organizations  the  au¬ 
thority  pay  is  reasonably  clear-cut.  For  such 
organizations  there  tends  to  be  a  close  cor¬ 
respondence  between  promotions  in  manage¬ 
ment  and  increased  authority. 

In  more  complex  organizations  promotions 
and  authority  may  not  have  a  simple  relation 
to  each  other.  If  we  examine  the  kind  of  au¬ 
thority  involved,  the  reason  will  become  clear. 
As  persons  are  promoted  to  higher  levels  of 
management,  they  tend  to  move  from  directing 
authority  to  coordinating  and  controlling  au¬ 
thority  as  we  have  already  seen  in  Chapter  5. 
They  may  also  move  from  a  staff  to  a  line 
position,  or  move  in  the  opposite  direction. 
Under  the  circumstances  of  a  change  in  kinds 
of  authority,  or  kinds  of  management  position, 
it  is  not  always  clear  that  a  promotion  is 
necessarily  accompanied  by  more  authority 
pay.  Indeed,  one  of  the  ways  to  get  rid  of 
people  without  firing  them  is  to  “kick  them 
upstairs.”  This  involves  a  nominal  promotion 
accompanied  by  actual  lessening  of  authority 
— some  of  the  authority  pay  is  taken  away 
from  the  person. 

Authority  pay  is  a  not  very  subtle  form  of 
payoff  for  working.  People  tend  to  measure 
authority  pay  in  very  practical  terms.  “How 
many  people  do  you  supervise?”  or  “How 
many  departments  are  under  your  jurisdic¬ 
tion?”  are  obvious  questions  designed  to  de¬ 
termine  the  level  of  authority  pay.  For  those 
employees  who  are  particularly  attracted  by 
authority  pay,  “empire  building”  may  be¬ 
come  a  method  for  forcing  more  authority  pay 
from  management. 

Of  all  the  non-financial  incentives  for  work¬ 
ing,  authority  pay  comes  the  closest  to  being 
a  substitute  for  a  financial  payoff.45  It  is  not 
uncommon  in  industry  to  encounter  super¬ 


visors  who  make  less  money  than  some  of 
their  subordinates.  What  probably  accounts 
most  for  the  supervisor’s  tolerance  of  the  situ¬ 
ation  is  his  greater  authority  pay,  although  he 
is  fully  aware  of  his  income  disadvantage  and 
actively  seeks  to  overcome  it. 

STATUS  PAY 

Status  pay  is  the  increased  value  that  man¬ 
agement  places  upon  you.  This  sense  of  value 
may  be  grounded  in  any  scale  of  measurement 
that  permits  comparative  judgments.  Members 
of  management  may  consider  one  employee 
the  neatest,  another  the  most  loyal,  and  an¬ 
other  the  most  skilled.  If  there  is  some  public 
acknowledgment  of  these  evaluations,  each 
employee  is  being  rewarded  with  status  pay 
by  management. 

We  recall,  however,  that  status  conferred 
by  management  is  not  to  be  confused  with 
status  accorded  by  the  primary  group  at  work. 
When  management  and  worker  goals  differ, 
the  former  may  backfire  on  the  recipient,  who 
has  accepted  some  token  of  company  ap¬ 
proval;  the  latter  seems  thus  to  be  more  dur¬ 
able.  Status  pay  accorded  a  person  by  peers  is 
potentially  a  large  element  in  the  payoff  of  a 
given  job,  conceivably  enough  to  keep  a  man 
from  starting  elsewhere. 

The  difference  between  status  pay  and 
power  pay  is  real,  although  in  an  operating 
situation  they  may  be  confused  at  first  glance. 
Status  pay  is  the  reward  for  some  valued  at¬ 
tribute  of  the  person.  Power  pay  is  the  reward 
for  some  valued  attribute  of  the  work  assign¬ 
ment.  For  example,  all  secretaries  in  a  firm 
may  be  expected  to  produce  neat  letters.  Some 
will,  in  fact,  do  neater  work  than  others  and 
will  be  accorded  higher  status  for  it.  The  pres¬ 
ident’s  secretary  may  or  may  not  turn  out  the 
neatest  letters  of  them  all  (she  is  probably  near 
the  top  in  neatness  anyway),  but  she  has  a 
powerful  job  in  the  organization  if  only  be¬ 
cause  she  controls  access  to  her  boss. 

Status  pay  is  the  “cheapest”  form  of  payoff 
for  the  organization.  It  involves  only  some 
kind  of  public  recognition  by  a  member  of 
management  of  a  person’s  particular  merits. 
The  individual  so  singled  out  receives  some 
acknowledgment  that  he  is  valued,  usually 
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in  a  way  that  other  employees  will  be  aware 
of  the  high  regard  of  management.46 

The  incentive  value  of  status  pay  depends 
on  the  good  judgment  of  those  according  it. 
The  attributes  of  a  person  that  are  valued 
should  have  some  relevance  to  the  work  situ¬ 
ation.  To  prefer  an  employee  for  the  way  he 
parts  his  hair,  or  because  he  is  tall,  is  to  ac¬ 
cord  status,  but  for  reasons  irrelevant  to  the 
work  situation.  This  kind  of  preferential  selec¬ 
tion  does  not  turn  out  to  be  status  pay  at 
work  because  it  does  not  use  a  criterion  of  se¬ 
lection  that  could  apply  to  all  employees  for 
their  work  performance. 

Because  status  pay  is  so  cheap  to  give,  it 


is  likely  to  be  given  lavishly,  and  thereby  lose 
its  incentive  value.  If  everyone  gets  praised 
for  something,  then  the  value  of  the  praise 
is  diminished,  and  it  becomes  a  debased  form 
of  payment.  The  very  value  of  being  accorded 
high  status  lies  in  the  fact  that  this  is  a  position 
shared  with  few  others.  Differentials  in  status 
must  be  recognized  and  preserved  if  status 
pay  is  to  have  incentive  value. 

Status  pay  is  a  nonfinancial  incentive  found 
in  all  kinds  of  work  organizations,  and  provid¬ 
ing  incentives  for  all  kinds  of  personnel.  We 
have  elaborated  elsewhere  (especially  in  Chap¬ 
ters  2  and  3)  the  various  forms  taken  by 
status  pay. 


INCENTIVE  SYSTEMS 


The  financial  and  non-financial  elements  of 
incentives  for  work  tend  to  form  systems. 
Each  work  organization  puts  various  forms 
of  incentives  into  effect  in  different  combina¬ 
tions;  some  kinds  supplement  others,  while 
other  combinations  may  be  incompatible  with 
each  other.47 

Each  work  organization  develops  its  spe¬ 
cial  incentive  systems.  A  government  bureau, 
for  example,  with  more  limited  opportunities 
to  exploit  financial  incentives  by  paying  high 
salaries,  will  give  greater  emphasis  to  non¬ 
financial  rewards  in  working  out  its  system  of 
work  incentives.  Power,  authority,  and  status 
pay  tend  to  take  on  a  great  prominence  for  the 
government  bureaucrat,  and  job  satisfaction 
coupled  with  privilege  pay  (“the  Secretary  of 
State  called  me  in  for  consultation  today”)  be¬ 
come  highly  valued  as  his  psychic  income. 

To  take  another  example,  an  oil  company 
recruiting  for  work  in  a  foreign  oil  field  may 
give  great  prominence  to  the  direct  financial 
incentives  of  high  pay,  low-cost  quarters,  and 
favorable  income  tax  treatment  in  order  to  at¬ 
tract  and  hold  men  for  such  work.  Here  the 
opportunities  for  non-financial  incentives  to 
operate  may  be  small,  so  that  the  emphasis  is 
put  largely  on  the  financial  ones. 

Note  also  that  some  kinds  of  incentives  go 
together  while  others  do  not.  If  part  of  the 
payoff  is  in  the  form  of  power  pay  by  giving 


exclusive  jurisdiction  over  an  operation,  then 
it  does  not  make  sense  to  determine  the  wages 
or  salary  on  a  group  output  basis.  The  very 
exclusiveness  with  which  the  tasks  are  per¬ 
formed  calls  for  individual  salary  payment.  To 
take  another  example,  there  are  sometimes 
wide  overlaps  in  the  salaries  of  assistant,  asso¬ 
ciate,  and  full  professors  in  a  university  of  col¬ 
lege.  The  professorial  ranks  are  largely  status 
differences.  Some  teachers  value  status  pay  al¬ 
most  as  much  as  their  salary  check,  so  that  it 
is  not  completely  impossible  for  them  to  accept 
a  lower  ranking  colleague  who  draws  more 
pay.  On  the  other  hand,  it  would  be  difficult, 
if  not  impossible,  to  recruit  chemistry  and 
physics  professors  into  a  business  research  ac¬ 
tivity  without  making  the  financial  payoff  com¬ 
parable  to  the  status  title  of  the  positions  be¬ 
ing  filled.  The  differences  in  the  character  of 
the  two  organizations  determine  the  differ¬ 
ences  in  the  incentive  systems  they  employ.48 

We  have  given  detailed  consideration  to  in¬ 
centives  for  work.  Incentives  are  complex  in 
their  form  and  content.  We  have  also  dis¬ 
covered  that  they  are  built  into  systems  that 
differ  among  work  organizations.  Finally,  we 
have  seen  that  the  incentives  for  work  are 
built  into  work  organizations.  They  are  the 
product  of  rational  planning,  and  are  carried 
out  through  careful  administration  and  man¬ 
agement. 
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An  oil  field  "roughneck."  The  world  of  work  takes 
on  an  entirely  different  perspective  when  viewed 
through  the  eyes  of  the  worker,  rather  than  the 
organization  employing  him.  Personal  life  history 
then  comes  to  the  fore.  The  purposes  of  work,  its 
technologies,  factories,  and  offices  may  be  of 
wholly  secondary  importance. 


Chapter 
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THE  INDIVIDUAL  WORKER 


I  n  this  chapter  we  will  consider  the  individual 
as  a  unit  of  an  operating  organization.  We  will 
first  examine  the  individual’s  career  and  the 
typical  patterns  it  seems  to  follow.  In  the 
course  of  this  we  will  see  some  of  the  conse¬ 


quences  personal  life  history  has  for  occupa¬ 
tions.  In  the  second  and  third  sections  of  this 
chapter  we  will  consider  the  relationship  be¬ 
tween  personal  satisfaction  and  the  daily  rou¬ 
tine  of  working. 


LIFE  HISTORY  AND  OCCUPATIONAL  CAREER 


We  can  tell  a  great  deal  about  the  life  history 
of  an  individual  if  we  know  something  about 
his  occupational  career.  The  work  career  of 
an  individual  tends  to  follow  established  pat¬ 
terns  of  development,  but  there  is  a  great  deal 
of  variation  in  the  pattern  among  different 

250 


occupations.  It  is  therefore  desirable  to  focus 
attention  on  the  way  in  which  careers  unfold, 
and  to  examine  the  impact  this  has  on  the  indi¬ 
vidual  as  he  lives  out  his  own  life  history.1  In 
this  chapter  we  will  consider  some  general 
features  of  a  career  from  the  standpoint  of 
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those  who  follow  them.  In  the  next  chapter  we 
will  draw  a  more  precise  distinction  between 
a  career  and  just  working  for  a  living. 

OCCUPATIONAL  CHOICES 

There  are  many  occupations  in  industry  and 
commerce  to  which  a  transition  is  made  im¬ 
mediately  from  the  high  school  or  grade  school 
level.  In  such  occupations  there  is  little,  if  any, 
direct  relationship  between  common  school 
education  and  the  kinds  of  skills  and  abilities 
required  to  fill  them.  In  occupations  of  this 
sort,  schooling  is  only  indirectly  preparatory 
to  assuming  a  job,  and  effectively  performing 
on  it. 

In  contrast  there  are  other  kinds  of  occupa¬ 
tions  for  which  schooling  is  an  absolute  pre¬ 
requisite.  For  such  occupations  long  and  in¬ 
tensive  formal  education  is  pursued  prior  to 
entering  a  career.  Thus,  an  industrial  chemist 
may  take  a  minimum  of  four  years  of  college 
and  typically  additional  post-graduate  work  as 
well,  before  becoming  a  member  of  the  tech¬ 
nical  staff  of  a  business  firm.  An  accountant 
usually  has  a  minimum  of  four  years  of  col¬ 
lege  training.  Most  engineers  are  college  grad¬ 
uates,  as  are  an  increasing  proportion  of  sales¬ 
men,  production  executives,  and  such  special¬ 
ists  as  purchasing  agents,  advertising  execu¬ 
tives,  and  personnel  men.  Within  a  business 
firm  there  are  wide  differences  in  the  prepara¬ 
tion  for  career,  differences  that  can  be  char¬ 
acterized  largely  in  terms  of  the  amount  of 
education  required  to  enter  into  them.2 

It  is  notable  in  our  society  that  occupational 
choices  are  commonly  made  relatively  early 
in  the  life  history  of  the  individual.  Also  typi¬ 
cally  in  our  society  these  occupational  choices 
are  for  general  fields,  rather  than  specific  work 
assignments.3 

Many  occupational  choices  are  the  conse¬ 
quence  of  limitations  on  individual  oppor¬ 
tunity.  If  an  individual  knows  he  will  not  have 
the  opportunity  to  attend  college,  his  choice 
of  occupations,  or  the  range  of  probable  jobs 
for  which  he  will  point  himself,  is  limited  by 
the  fact  of  the  termination  of  his  formal  edu¬ 
cation.  In  such  an  instance  we  have  a  nega¬ 
tive  selecting  factor  operating  through  the  ex¬ 
clusion  of  a  large  number  of  individuals  from 


occupational  opportunities  that  are  dependent 
on  formal  education. 

It  should  be  emphasized,  however,  that  not 
everyone  who  fails  to  get  the  necessary  formal 
education  regrets  the  corresponding  lack  of 
opportunity  to  enter  occupations  for  which 
such  training  is  a  prerequisite.4  It  is  typical 
for  college  students  to  asume  that  all  people 
would  like  to  go  to  college,  and  have  chances 
to  become  white  collar  or  professional  workers. 
It  is  necessary  to  remember,  however,  that  this 
may  be  a  preferred  set  of  occupations  only  to 
those  actively  preparing  themselves  for  them.5 

During  World  War  II,  when  there  was  a 
shortage  of  trained  people,  many  promotions 
were  made  from  the  ranks  to  foreman  and 
other  positions  of  supervision.  Surprisingly 
enough,  there  was  a  great  deal  of  difficulty  in 
recruiting  people  for  these  positions.  Further¬ 
more,  there  was  not  an  inconsiderable  number 
of  temporary  foremen  who  returned  to  the 
ranks  willingly  and  with  a  great  deal  of  relief 
to  be  rid  of  their  responsibilities  and  new¬ 
found  authority.  The  point  illustrated  is  that 
the  upwardly  mobile  individual  who  is  seeking 
a  higher  level  of  occupation  that  seems  pre¬ 
ferred  to  him,  is  not  necessarily  emulated  by 
all  those  who  work  in  what  he  would  con¬ 
sider  less  desirable  occupations.6 

The  amount  and  kind  of  schooling,  then, 
play  an  important  role  in  distinguishing  among 
the  initial  stages  of  different  work  careers. 
There  are  those  who  have  suggested  that 
formal  schooling  beyond  the  high  school  level 
provides  an  opportunity  to  enter  industrial 
organizations  and  commercial  firms  at  the 
middle  levels  of  opportunity  rather  than  at 
the  lowest  levels.  It  is  possible  to  bypass  some 
of  the  initial  and  more  difficult  stages  in  getting 
ahead  in  a  work  organization.7 

OCCUPATIONAL  COMMITMENT 

There  are  vast  differences  among  occupa¬ 
tions  about  the  point  at  which  commitment  is 
made  to  a  particular  career  in  the  life  history 
of  the  individual.  There  are  also  occupational 
differences  in  the  degree  to  which  this  com¬ 
mitment  is  more  or  less  irrevocable.8  In  the 
case  of  a  doctor,  commitment  begins  early  in 
undergraduate  training.  Once  the  commitment 
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is  made,  it  is  difficult  for  the  doctor  to  change 
his  occupational  course.  The  reason  for  the 
total  commitment  to  the  occupation  lies  in  the 
fact  that  training  of  a  medical  practitioner  is 
specialized  and  has  relatively  little  carry-over 
to  other  occupations.9  This  kind  of  almost  irre¬ 
vocable  occupational  commitment  is  most  pro¬ 
nounced  in  the  so-called  free  professions.  It 
tends  to  be  largely  true  in  other  professional 
and  semi-professional  fields  as  well.  The  ac¬ 
countant  tends  to  be  committed  relatively  early 
in  his  college  training  to  his  profession.  Once 
immersed  in  special  training  he  is  likely  to 
continue  in  this  field  with  little  opportunity  to 
move  in  other  directions. 

We  should  not  conclude,  however,  that 
early  commitment  to  career  and  relative  per¬ 
manency  of  the  choice,  once  it  is  made,  are 
characteristic  only  of  professional  occupations. 
A  young  man  of  eighteen  who  enters  an  ap¬ 
prenticeship  to  become  a  tool  and  die  maker, 
for  example,  will  devote  himself  to  two  or 
more  years  of  intensive  training  in  his  trade. 
He  will  enter  the  trade  committed  to  one  line 
of  work  for  the  rest  of  his  career.  Tool  and  die 
making  is  highly  skilled  work.  Fortunately, 
however,  for  many  of  the  skilled  trades,  the 
stages  through  which  the  individual  goes  in 
developing  his  high  skill  are  stages  that  are 
comparable  to  lower  levels  of  machine  work. 
Consequently,  with  the  need  for  finding  substi¬ 
tute  employment,  particularly  in  periods  of 
slack  work,  the  highly  skilled  craftsman  is 
often  able  to  move  downward  into  less  skilled 
work  since,  in  the  process  of  becoming  a  crafts¬ 
man,  he  had  learned  the  lesser  skills.  What¬ 
ever  this  may  do  to  the  man’s  self-esteem  and 
feeling  of  pride  in  his  skill,  he  is  still  able  to 
meet  the  technical  requirements  of  a  lesser 
position,  and  will  take  it  if  nothing  else  pre¬ 
sents  itself. 

At  even  lower  levels  of  skills  and  competence 
there  may  be  sociological  barriers,  keeping  a 
man  committed  to  his  occupation  after  he  has 
pursued  it  for  a  period  of  time.  Thus,  a  janitor, 
once  he  has  established  his  skill  in  this  occu¬ 
pation  and  has  been  labeled  a  janitor  by  his 
associates  and  his  employer,  is  likely  to  find  it 
very  difficult  to  move  to  other  kinds  of  work. 
The  tasks  of  janitorship  are  viewed  as  having 
relatively  little  relationship  with  any  families  of 
jobs.  Consequently,  it  is  not  often  viewed  as  an 


initial  stage  in  an  evolving  career.  It  is  a  ter¬ 
minal  job.  There  are  other  kinds  of  lonely  oc¬ 
cupations  of  this  sort  that  are  terminal  jobs, 
often  involving  relatively  isolated  work,  or 
difficult  or  undesirable  tasks. 

Occupational  commitment  by  the  individual 
tends  to  be  one  of  the  overriding  considera¬ 
tions  in  his  entire  life  history.  It  is  comparable 
to  marriage,  which  is  another  great  decision 
having  long  time  consequences  for  the  indi¬ 
vidual’s  life.10 

It  is  remarkable  that  major  decisions,  like 
choice  of  a  general  area  of  occupation,  or  a 
specific  occupation,  or  profession,  are  often 
made  in  considerable  ignorance.  There  may 
be  very  real  lack  of  knowledge  about  the  re¬ 
quirements  of  an  occupation,  or  about  the 
kind  of  fife,  working  conditions,  and  expecta¬ 
tions  that  surround  it. 

Accompanying  the  ignorance  of  career  con¬ 
ditions  is  the  fact  that  choices  are  usually  made 
at  a  critical  juncture  of  life.  Many  children 
move  from  household  chores  to  some  kind  of 
part-time  paid  work,  like  delivering  papers,  or 
Saturday  work  in  a  retail  store.  The  adolescent 
is  still  centered  in  his  home  and  family.  How¬ 
ever,  when  a  person  enters  his  first  full-time 
job,  he  does  so  with  the  expectation  of  earning 
a  living,  and  also  a  belief  that  this  confirms 
his  passage  into  adult  status.  Thus,  the  indi¬ 
vidual  simultaneously  adjusts  to  two  major 
changes  in  his  life — the  change  from  adoles¬ 
cent  to  adult  status  and  the  change  from  eco¬ 
nomic  dependence  to  economic  independence. 

Since  these  two  changes  occur  simultane¬ 
ously,  it  is  perhaps  to  be  expected  that  there 
will  often  be  difficulties  of  adjustment  for  the 
very  young  worker  as  he  enters  industry.  At 
the  same  time,  the  individual  is  likely  to  learn 
at  work  many  adult  patterns  of  behavior,  and 
to  acquire  behavior  patterns  and  an  outlook  he 
will  follow  throughout  the  rest  of  his  adult  life. 
In  this  sense,  the  work  place  becomes  one  of 
society’s  socializing  agencies  even  though  it 
is  not  intended  as  such,  nor  is  it  generally 
viewed  in  that  light. 

LABOR  MARKET  AND  CHANCE 

The  individual  frequently  enters  the  labor 
market  in  ignorance  of  available  jobs  and  po- 
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tential  opportunities.  At  different  phases  of 
the  business  cycle  the  opportunities  may 
change  drastically.  Variations  in  regional  work 
opportunities,  and  even  in  work  opportunities 
among  different  sections  of  a  city,  may  set  the 
limits  within  which  the  individual  can  make 
occupational  choices. 

In  general,  there  are  market  factors  that 
govern  appearance  and  disappearance  of  avail¬ 
able  kinds  of  work.  As  a  result,  the  individual 
may  have  a  sense  that  chance  plays  an  im¬ 
portant  part  in  the  determination  of  his  occu¬ 
pation.  This  is  revealed  in  surveys  that  ask  in¬ 
dividuals  why  they  chose  particular  careers  or 
occupations.  The  reasons  given  are  often 
superficial,  or  represent  a  definite  inability  to 
assign  any  reasons  for  the  occupational  choice. 
This  is  another  way  of  saying  that  the  choice 
appears  to  the  individual  to  be  largely  a  conse¬ 
quence  of  chance  factors  over  which  he  exer¬ 
cises  little  or  no  control.11 


OCCUPATIONAL  CAREER  STAGES 

Miller  and  Form  have  pointed  out  that  the 
occupational  career  pattern  of  the  typical  in¬ 
dustrial  worker  has  five  phases.  There  are  pre¬ 
paratory,  initial,  and  trial  phases,  a  stable 
period,  and  the  period  of  approaching  retire¬ 
ment.12 

In  the  view  of  these  writers,  the  preparatory 
stage  is  typically  the  stage  in  which  generalized 
orientation  toward  work  is  learned  in  doing 
family  chores  and  odd  jobs,  often  without  pay. 
In  the  initial  work  period  the  first  real  paid 
job  is  secured.  At  this  stage  there  is  the  possi¬ 
bility  of  severe  adjusments  having  to  be  made 
by  the  individual  as  he  learns  how  to  work,  and 
also  learns  how  to  become  an  adult  at  the 
same  time. 

Following  the  initial  period  there  is  a  trial 
period  in  which  the  individual  begins  to  see 
opportunities  for  careers  and  begins  to  test 
out  his  capacities  and  the  labor  market  by 
moving  from  one  job  to  another,  searching  out 
a  final  career.  The  stable  phase  of  the  unfold¬ 
ing  career  represents  the  point  at  which  a  com¬ 
mitment  has  finally  been  made  to  an  occupa¬ 
tion.  This  continues  through  most  of  the  indi¬ 
vidual’s  lifetime  and  is  finally  succeeded  by 
approaching  retirement  from  industrial  em¬ 


ployment.  In  the  last  phase  there  may  be  part- 
time  work,  or  leisure,  depending  on  personal 
interests,  financial  need,  and  the  availability 
of  work  opportunities. 

These  phases  of  the  occupational  career 
pattern  are  modified  in  the  instance  of  those 
individuals  who  pursue  their  education  to 
higher  levels.  There  is  a  tendency,  with  a  col¬ 
lege  education,  for  the  person  to  go  imme¬ 
diately  into  the  trial  phase  of  his  career,  or 
even  directly  into  its  stable  period.  College 
education— particularly  where  it  is  of  a  special¬ 
ized,  semi-professional,  or  professional  char¬ 
acter — tends  to  skip  the  individual  over  the 
first  phases  of  the  typical  career  pattern.  In  a 
sense,  occupational  commitment  has  already 
been  made  in  the  educational  process  and  does 
not  come,  therefore,  as  a  consequence  of  work 
experience  and  experimentation  with  different 
kinds  of  work  opportunities. 


STABLE  WORK  PERIOD 

The  stable  work  period  is  characterized  by 
final  and  more  or  less  irrevocable  commitment 
to  a  career.  It  is  during  this  period  that  the  in¬ 
dividual  is  labeled  as  attached  to  a  particular 
occupation.  He  also  has  developed  attachments 
to  and  investments  in  a  particular  employing 
organization.  He  may  build  up  seniority  rights 
in  his  job,  or  retirement  expectations,  both 
valuable  to  him  in  his  career.  Furthermore,  he 
is  likely  to  have  been  confirmed  in  his  career 
choice  by  virtue  of  rising  to  the  higher  wage 
levels  for  his  occupation,  being  paid  at  or  near 
the  top  of  the  rate  range  for  his  job.  Conse¬ 
quently,  the  individual’s  commitment  to  a 
career  is  re-enforced  by  institutional  arrange¬ 
ments  that  make  it  relatively  more  attractive 
to  continue  the  career.13 

At  this  point  the  individual  recognizes  in  his 
career  a  new  dimension.  He  is  committed  to  a 
specific  occupation.  He  is  also  usually  com¬ 
mitted  to  employment  in  a  particular  firm.  In 
the  stable  work  period  the  career  is  finally 
rounded  out  to  include  both  occupational 
choice  and  organizational  commitment.  It  is 
these  two  aspects  of  the  total  career,  the  oc¬ 
cupation  and  the  employing  organization,  that 
constitute  the  two  broad  features  of  work 
history. 
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EMPLOYER  VS.  JOB 

Through  the  stable  work  period  there  is 
likely  to  be  a  transformation  in  the  interests 
and  loyalties  of  the  individual.  This  transfor¬ 
mation  consists  of  a  shift  from  interest  in  a 
specific  job,  to  interest  in  the  specific  em¬ 
ployer.  The  institutional  arrangements  that  tie 
the  individual  to  his  employer  tend  to  facilitate 
this  shift. 

In  his  later  years,  for  example,  the  employee 
is  likely  to  be  more  interested  in  the  kind  of 
security  that  his  employer  can  provide  than 
in  the  satisfactions  he  gets,  if  any,  out  of  the 
job  he  performs.  He  loses  interest  in  the  job 
partly  because  he  has  done  it  so  long.  He  in¬ 
creases  his  interest  in  the  employing  organi¬ 
zation  because  it  is  here  that  his  security  and 
income  and,  therefore,  his  general  social  wel¬ 
fare,  are  affected.  This  is  one  of  the  important 
factors  often  accounting  for  the  high  loyalty 
that  older  workers  have  for  their  employers. 
Enhanced  loyalty  is  a  result  of  a  shifting  per¬ 
spective  in  which  the  career  is  viewed  as  pri¬ 
marily  associated  with  the  employing  organi¬ 
zation,  rather  than  with  a  specific  job  or  oc¬ 
cupation. 

Life  histories  are  lived  out  in  many  social 
contexts,  only  one  of  which  is  the  work  organ¬ 
ization.  The  total  life  of  industrial  workers 
must  have  some  bearing  on  their  view  of  work 
and  working.14  At  the  same  time,  what  they 
work  at,  and  how  they  do  it,  will  have  an 
impact  on  living  in  the  community.  Life  his¬ 
tories  tend  to  have  some  consistency  and  pat¬ 
tern  to  them.15  Work  may  be  of  central  im¬ 
portance  to  some  people,  but  only  instrumen¬ 
tal  in  the  lives  of  others.  This  difference  should 
affect  the  ways  in  which  the  two  types  of  peo¬ 
ple  adjust  to  work,  and  their  attitudes  toward 
it.16 

IMPORTANCE  OF  WORK 

There  is  a  curious  assumption  that  often 
underlies  discussions  of  personal  adjustment 
to  work.  The  assumption  is  that  all  people 
like  to  work;  that  all  people  are  strongly  at¬ 
tached  to  their  particular  work  or  the  organi¬ 
zation  employing  them.  The  obvious  conse¬ 
quence  of  this  point  of  view  is  that  all  workers 


ought  to  be  filled  with  zeal  for  their  work, 
displaying  high  morale  in  their  employment. 
Furthermore,  if  the  zeal  is  lacking  or  if  the 
morale  is  low,  it  is  assumed  that  something  is 
amiss  and  corrective  action  needed.  This  point 
of  view  assumes  that  all  workers  are  a  kind  of 
homogeneous  mass  of  work-oriented  and  work- 
interested  people.17 


This  white-haired  gentleman,  a  janitor  sometimes 
called  a  “maintenance  engineer"  for  status  enhanc¬ 
ing  purposes,  has  long  been  in  a  stable  work  period. 
This  is  his  job  for  the  rest  of  his  working  life.  He 
is  very  likely  to  turn  his  loyalties  toward  his  em¬ 
ploying  organization  as  a  source  of  security  rather 
than  focus  them  on  his  work  as  a  source  of  job 
satisfaction. 

An  alternative  view  suggests  that  work,  like 
many  other  routine  portions  of  life,  can  have 
varied  meaning  to  different  people.  At  one  ex¬ 
treme  are  the  people  whose  work  and  employ¬ 
ment  are  the  very  center  of  life.  These  job- 
oriented  people  live  and  breathe  their  work 
and  find  their  major  satisfactions  and  sorrows 
in  connection  with  their  employment.  To  such 
people  everything  that  happens  at  work,  or 
is  connected  with  it,  takes  on  major  signifi¬ 
cance.18 

At  the  other  extreme  there  are  people  whose 
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primary  orientation  towards  living  is  outside 
of  work.  These  non-job  oriented  people  may 
operate  in  a  work  environment  to  which  they 
can  be  relatively  indifferent  regardless  of  its 
ups  and  downs,  and  regardless  of  its  specific 
content.  To  such  people  the  real  center  of 
life  is  to  be  found  in  other  areas  than  work, 
perhaps  the  family,  the  church,  a  hobby,  or 
recreation.  In  terms  of  many  kinds  of  indus¬ 
trial  occupations,  it  is  probable  that  as  many 
as  three-quarters  of  the  workers  are  in  the 
non-job  oriented  category,  as  a  recent  study 
has  shown.19 

If  the  industrial  scene  generally  reflects  the 
results  of  this  particular  study,  it  is  evident 
that  there  are  at  least  two  major  kinds  of  work¬ 
ers.  There  are  those  who  are  job-oriented,  and 
those  who  have  a  community  orientation.  Both 
of  these  groups  of  people  have  a  significant 
core  around  which  they  build  their  fives.  To 
the  first  group  it  is  the  job.  To  the  second 
group  it  is  something  outside  the  job  of  vital 
and  immediate  importance  to  them.20 

There  is  a  third  type  of  person  in  a  marginal 
category  who  does  not  have  any  center  of 
strong  interest,  either  on  the  job,  or  in  non-job 
areas.  This  relatively  indifferent  type  of  per¬ 
son  is  partially  alienated  from  all  the  usual 
centers  of  fife  interest.  Such  people,  in  general 
are  capable  of  operating  in  routine  areas  of 
fife  with  little  difficulty.  However,  the  extent 
of  their  emotional  involvement  is  relatively 
slight.  They  are  capable  of  moving  from  one 
fife  area  into  another,  maintaining  only  super¬ 
ficial  attachment.  Indifference  constitutes  an¬ 
other  kind  of  orientation  that  is  found  in  in¬ 
dustrial  and  commercial  employment. 

WORK-ORIENTED  PERSON 

The  work-oriented  person  is  an  individ¬ 
ual  centering  his  fife  on  his  job.  To  him  the 
most  important  single  institutional  unit  within 
which  he  operates  is  the  work  place.  He  is,  per¬ 
haps,  best  characterized  as  finding  his  major 
satisfactions  and  rewards,  as  well  as  his  deepest 
disappointments  and  frustrations,  in  connec¬ 
tion  with  his  work.  Being  job-oriented  has 
important  implications  for  the  way  in  which 
the  individual  behaves  on  the  job,  and  for  the 
systems  of  management  that  secure  the  most 
effective  results  from  him. 


The  job-oriented  individual  is  much  more 
sensitive  to  the  incentives  of  his  work  organi¬ 
zation;  he  is  likely  to  place  high  values  on 
work  incentives,  if  they  are  reasonably  appro¬ 
priate.21  Furthermore,  he  is  likely  to  be  highly 
sensitive  to  the  rules  and  regulations  that 
govern  the  work  situation.  The  very  sense  of 
dedication  and  attachment  he  feels  for  his  work 
is  likely  to  heighten  his  attention  to  all  aspects 
of  his  job. 

The  work-oriented  individual  has  built  into 
his  own  viewpoint  the  going  demands  and  ex¬ 
pectations,  rewards,  rights,  duties,  and  obli¬ 
gations,  that  center  on  the  organization  and  its 
work  that  he  is  doing.  He  may  become  the 
“perfect”  employee,  embodying  the  ideal  im¬ 
age  of  a  willing  and  devoted  worker. 


This  man  is  only  a  boiler  room  attendant  in  the 
steam  and  power  plant  of  a  large  factory.  His  de¬ 
meanor  suggests  a  work-oriented  outlook. 


The  individual  whose  work  is  the  center  of 
his  fife  is  also  likely  to  be  very  sensitive  to  the 
inadequacies  that  usually  attend  any  job  en¬ 
vironment.  By  making  work  the  center  of  his 
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life,  he  becomes  committed  to  adjusting  to  the 
job  environment,  and  also  to  changing  those 
aspects  of  the  job  environment  that  demand 
too  much  of  an  adjustment.  In  a  situation  con¬ 
ducive  to  dissatisfactions,  the  work-oriented 
person  is  likely  to  feel  great  indignation  pre¬ 
cisely  because  the  job  is  so  central  in  his  life. 
He  is  the  kind  of  individual  who  may  be  most 
upset  if  he  fails  to  make  an  adequate  adjust¬ 
ment  to  work,  or  if  he  considers  demands  of 
work  to  be  improper,  unjust,  or  impossible. 
The  most  loyal  employees,  and  the  most  bit¬ 
ter  critics  of  the  organization,  are  to  be  found 
among  work-oriented  people. 

Greater  knowledge  about  work  is  one  con¬ 
sequence  of  interest  in  it.  Workers  interested 
in  their  tasks  are  likely  to  become  highly 
skilled.22  This  suggests  that  supervision  of 
work-oriented  people  must  take  into  account 
highly  developed  competence  and  general 
sense  of  devotion  to  the  organization.  The 
supervision  can  be  relatively  loose  in  the  tech¬ 
nological  area,  since  a  job-centered  worker 
can  be  assumed  to  have  a  self-interest  in 
establishing  technical  competence.  At  the  same 
time  it  is  necessary  that  he  achieve  real  satis¬ 
factions  from  work.  These  satisfactions  can  be 
fortified,  more  or  less  constantly,  by  super¬ 
visory  encouragement  and  recognition,  and 
other  responses  to  a  capable  job  well  done. 

Thus  the  work -oriented  person  demands 
less  technical  supervision,  on  the  whole,  but 
more  personal  interaction  with  supervisors. 
His  supervisors  have  to  confirm  actually  and 
symbolically  his  wisdom  in  choosing  this  work 
as  the  central  interest  of  his  life. 

COMMUNITY-ORIENTED  PERSON 

The  community-oriented  person  has  his  life 
centered  on  institutions  outside  the  job.  From 
the  standpoint  of  job  performance  it  is  more 
or  less  immaterial  what  is  the  individual’s  real 
life  interest.  He  may  be  a  stamp  collector, 
detective  story  enthusiast,  devoted  family  man, 
gardener,  horse-race  fan,  or  bridge  player. 
These  are  obviously  not  comparable  kinds  of 
interests,  but  they  nevertheless  are  all  char¬ 
acteristically  pursued  outside  the  place  of  em¬ 
ployment.23 

The  principal  fact  about  the  community- 


oriented  individual  is  that  his  life  is  focused 
just  as  intensively  and  just  as  devotedly  as  the 
work-oriented  person.  The  difference  between 
the  two  lies  in  the  fact  that  one  makes  work 
the  center  of  his  life  while  the  other  chooses 
some  non-job  activity. 

Community-oriented  workers  are  likely  to 
exhibit  a  distinctive  kind  of  adjustment  to 
work.  The  necessity  to  work  is  accepted  as 
conforming  to  social  expectations.  The  central 
meaning  of  work  is  that  it  provides  the  where¬ 
withal  to  pursue  real  life  interests.  Work  may 
represent  pretty  largely  a  source  of  income, 
necessary  to  pursue  the  things  that  are  really 
important.  To  the  community-oriented  indi¬ 
vidual,  then,  the  job  is  viewed  as  a  means  to 
an  end  rather  than  as  an  end  in  itself.24 

As  an  instrument,  work  can  be  viewed  with 
a  kind  of  dispassionate  detachment.  If  there  is 
not  forthcoming  from  work  enough  payoff,  for 
example,  if  the  income  is  inadequate  to  pur¬ 
sue  real  interests,  then  community-oriented 
individuals  may  become  extremely  dissatis¬ 
fied.25 

In  the  most  extreme  case  the  individual  may 
have  such  an  overriding  non-job  interest  that 
he  will  exploit  his  job  and  his  employer.  Such 
circumstances  may  lead  to  embezzlement  of 
company  funds,  for  example,  for  purposes  of 
gambling,  though  this  is  a  relatively  rare  phen¬ 
omenon.  Ordinarily  the  community-oriented 
individual  does  not  seek  to  exploit  either  his 
job  or  his  employer  to  satisfy  his  non-job  in¬ 
terests.  He  is  generally  willing  to  accept  the 
legitimate  payoff  from  work  as  the  instrument 
for  achieving  his  non-job  satisfactions. 

The  community-oriented  person  tends  to  be 
indifferent  to  a  total  evaluation  of  his  job,  and 
the  kinds  of  satisfactions  it  gives  him.  To  him 
the  major  gratification  the  job  provides  is 
money  for  satisfying  his  non-job  interests.  So 
long  as  these  interests  are  satisfied,  the  job 
is  viewed  as  adequate.  It  is  to  such  individuals 
that  management  often  refers  in  saying  that 
they  are  “not  interested  in  anything  but  their 
pay  checks.”  That  is  certainly  an  effective 
characterization  of  an  individual  who  sees  his 
work  as  a  source  of  income  for  pursuing  his 
satisfaction  and  pleasure  at  some  other  point 
in  the  society.26 

The  community-oriented  person  is  likely  to 
operate  at  a  technological  level  of  competence 
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somewhat  below  that  of  the  work-oriented 
person.  He  can  perform  effectively,  and  cer¬ 
tainly  can  meet  minimum  job  standards.  How¬ 
ever,  community-oriented  workers  are  not 
moved  to  perfect  operating  techniques,  nor  to 
develop  skills  beyond  the  level  of  job  retention. 
At  the  same  time,  the  non-job  oriented  person 
is  less  upset  by  any  technological  inadequacies 
that  may  exist  on  his  job.  He  will  be  a  prag¬ 
matist,  not  a  perfectionist,  with  respect  to 
maintenance  of  his  equipment,  for  example. 


What  do  these  women  think  about  as  they  do  this 
repetitive  job  of  feeding  and  operating  a  machine 
that  binds  together  the  separate  sheets  of  a  calen¬ 
dar?  Are  they  essentially  community-oriented  work¬ 
ers  who  can  accept  and  be  largely  indifferent  to  job 
conditions  like  the  carelessly  stacked  boxes  in  the 
background? 

The  community-oriented  person  is  not  emo¬ 
tionally  involved  in  his  work  to  any  extent.  His 
relative  indifference  permits  him  to  accept 
frustrating  conditions  with  a  feeling  that  they 
make  relatively  little  difference  to  him.  He  is 
likely  to  view  inadequacies  in  terms  of  their 
interference  with  his  creature  comfort,  not  as 
stumbling  blocks  to  doing  a  good  job.  The 
community-oriented  individual  is  essentially 
materialistic  toward  his  job.  So  long  as  his 
material  expectations  of  the  job  are  satisfied, 
he  can  tolerate  many  inadequacies  in  the  job 
situation.  Such  an  individual  can  work  in  a 
dirty  shop.  He  can  work  with  inadequate  tools. 
He  can  accept  crude  and  unsympathetic  super¬ 
vision  with  relative  equanimity. 


The  community-oriented  person  demands 
little  personal  approval  and  commendation. 
For  him  the  amount  of  personal  contact  be¬ 
tween  supervisor  and  worker  is  slight  in  com¬ 
parison  with  interaction  for  the  work-oriented 
person.  Indeed,  the  humanly  warm  supervisor 
may  find  himself  very  much  frustrated  by  the 
indifferent  response  of  community-oriented 
people  upon  whom  he  lavishes  praise  and  en¬ 
couragement.  This  helps  account  for  the  fact 
that  many  supervisors  and  foremen  with  rela¬ 
tively  little  human  relations  skill  can  never¬ 
theless  be  successful;  a  large  majority  of  their 
subordinates,  community-oriented  people,  do 
not  require  the  finesse  of  subtle  human  rela¬ 
tions. 

INDIFFERENT  PERSON 

The  indifferent  person  is  an  individual  who 
has  not  found  a  central  area  of  life  that  com¬ 
mands  his  interest  and  emotional  involvement. 
Such  an  individual  has  shallow  and  temporary 
interests  and  tends  to  change  them  frequently. 
In  the  more  serious  development  of  indiffer¬ 
ence,  there  may  be  actual  withdrawal  from 
most  routine  social  contacts  and  situations. 
The  end  result  of  withdrawal  is  the  inability 
to  behave  adequately  in  any  social  situation. 

The  indifferent  person  is  the  least  animated 
of  the  three  types  of  industrial  workers.  He  has 
a  kind  of  dogged,  slow  system  of  reaction,  or 
a  degree  of  inattention  that  exemplifies  his  in¬ 
difference.  Perhaps  the  most  important  single 
index  of  the  indifferent  person  is  his  relatively 
shallow  emotional  response  to  anything. 

There  are  many  routine  jobs  for  which  the 
indifferent  individual  is  acceptable  or  even 
desirable.  The  very  fact  of  his  indifference  pre¬ 
vents  him,  for  example,  from  reacting  with 
boredom  or  frustration  to  a  highly  repetitive 
job.  There  may  also  be  menial  tasks  that  are  of 
a  very  low  status  to  which  the  indifferent  indi¬ 
vidual  can  adjust  with  minimum  dissatisfac¬ 
tion.  In  general,  it  can  be  suggested  that  there 
may  be  important  niches  in  the  organization  in 
which  indifferently-oriented  people  can  be  used 
very  effectively. 

The  supervision  of  people  with  indifferent 
orientation  entails  unique  problems.  Supervi¬ 
sion  can  be  generally  oriented  towards  a  cus¬ 
todial  approach.  That  is,  the  supervision  may 
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involve  continuous  visual  control  over  the 
workers  who  are  in  the  indifferent  category. 
Such  workers  are  more  likely  to  be  adequate 
in  jobs  entailing  limited  responsibility,  with  a 
fair  degree  of  repetitiveness,  and  a  short  learn¬ 
ing  period.  The  supervision  of  job  performance 
is  largely  a  question  of  maintaining  standards 
of  quality  and  quantity.  This  may  be  relatively 
difficult  under  the  circumstances  of  a  with¬ 
drawal  from  significant  social  relations  by  the 
indifferently-oriented  person.  However,  it  is 
probably  best  maintained  by  an  impersonal 
method  of  supervision  in  which  the  standards 
expected  in  work  performance  are  clearly  set 


forth,  and  the  individual  then  held  to  them. 

For  the  indifferently-oriented  individual, 
failure  to  meet  work  standards  is  not  a  conse¬ 
quence  of  the  competition  of  another  set  of 
interests.  It  is  simply  a  consequence  of  relative 
inattention  to  any  interest.  Accordingly,  being 
forced  to  focus  attention  on  work  is  likely  to 
produce  less  of  a  negative  emotional  response 
on  the  part  of  the  indifferent  person  than  might 
be  true  in  the  instance  of  the  community- 
oriented  person.  Because  of  this,  supervising 
indifferent  workers  will  entail  less  of  a  strain 
on  the  supervisor  than  any  other  type  of 
person. 


TYPES  OF  WORKERS  AND  WORK  BEHAVIOR 


We  have  delineated  three  general  types  of 
industrial  employees  largely  in  terms  of  their 
reaction  to  the  work  environment.  No  mention 
has  been  made  of  personality  types  directly, 
nor  have  we  considered  individual  differences 
and  personal  variability  in  behavior.  We  have 
classified  types  of  workers  from  a  sociological 
viewpoint. 

It  should  be  obvious  that  there  can  be  dif¬ 
ferent  personality  types  within  each  class  of 
worker.  This  should  not  be  surprising.  The 
evidence  in  the  fields  of  psychology  indicates 
that  there  is  very  little,  if  any,  relationship  be¬ 
tween  central  life  interests,  or  special  niches 
in  the  society,  and  personality  types. 

SUPERVISION  STYLES 

People  react  to  their  social  environment  in 
different  ways.  The  differences  result  from 
whether  a  particular  segment  of  experience 
is  central  to  their  life,  is  viewed  as  simply 
necessary,  or  lies  at  the  very  margin  of  their 
interest.  Whether  work  and  the  employing  or¬ 
ganization  are  a  central  area  of  life,  or  of  sec¬ 
ondary  importance,  makes  a  difference  for  re¬ 
actions  to  work.  These  differences  exhibit 
themselves  in  the  way  employees  behave,  and 
in  the  systems  of  supervision  necessary  for 
the  different  types  of  employees. 

In  examining  the  problems  of  supervision,  it 
should  be  noted  that  a  supervisor’s  work  group 
is  not  typically  composed  of  only  one  type  of 
worker.  Consequently,  the  supervisor  is  faced 


with  the  responsibility  of  differentiating  his 
systems  of  supervision  to  fit  variations  in  types 
of  workers.  The  supervisor  is  called  on  to 
behave  toward  the  work-oriented  individual 
in  a  special  way.  He  has  to  deal  with  the  com¬ 
munity-oriented  individual  in  a  somewhat  dif¬ 
ferent  fashion,  and  the  indifferently-oriented 
employee  has  to  be  treated  in  still  another  way. 

It  is  a  common  failing  in  the  literature  of 
supervision  to  assume  that  there  is  only  one 
best  way  to  deal  with  subordinates,27  The  view 
presented  here  suggests  that  there  is  no  single 
method  of  supervision  that  is  best.  There  are 
people,  poles  apart  in  their  supervisory  be¬ 
havior,  who  are  nevertheless  successful  in  their 
particular  departments,  or  in  their  particular 
area  of  supervision.  This  fact  has  seldom  been 
given  the  attention  that  it  deserves.  The  analy¬ 
sis  in  this  section  suggests  that  varied  supervi¬ 
sion  styles  may  be  equally  successful  when 
used  with  different  types  of  workers. 

We  can  speculate  about  the  relationship  of 
types  of  workers  to  various  kinds  of  work 
situations.  For  example,  where  a  “revolution¬ 
ary”  regime  takes  over  an  organization,  em¬ 
ployees  who  are  work-oriented  are  likely  to 
prove  effective  allies  of  the  new  power  holders. 
Second  most  loyal  group  would  be  the  indiffer¬ 
ently-oriented  employees.  Community-oriented 
people  might  be  much  involved  in  the  non-job 
features  of  the  struggle  for  organizational 
power  and  oppose  vigorously  a  new  regime 
for  which  there  are  community  reasons  to 
dislike.28  Warner  and  Low  pointed  out  that 
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the  new  management  of  the  shoe  factories  in 
Yankee  City,  coming  from  another  city,  was 
strongly  opposed  as  “foreign”  although  it  was 
no  more  antagonistic  to  workers  and  their 
unions  then  the  displaced  local  owners.  The 
shoe  workers  were  strongly  community-ori¬ 
ented  and  therefore  tended  to  react  to  manage¬ 
ment  from  that  standpoint.29  This  also,  inci¬ 
dentally,  is  the  basis  on  which  “cooption”  of 
leaders  of  special  employee  groups,  like  ethnic 
or  racial  groups,  focuses  community-oriented 
employee  interests  on  organizational  goals,  and 
thereby  build  employee  loyalty,  or  at  least 
neutrality.30 

It  has  been  noted  in  military  organizations 
that  company,  platoon,  and  squad  units  com¬ 
posed  largely  of  non-job  oriented  people  can 
nevertheless  function  effectively  at  their  mili¬ 
tary  tasks.  Indeed,  the  history  of  most  large 
scale  armies  shows  that  they  have  been  com¬ 
posed  of  conscripts  who  are  typically  unwill¬ 
ing,  and  in  their  view  temporary,  soldiers. 
They  are  either  non-job  oriented  or  indifferent. 
Yet  they  have  managed  to  fight  the  battles  and 
win  the  wars  through  world  history. 

The  very  nature  of  military  administration 
and  command  is  predicated  on  the  implicit  as¬ 
sumption  that  the  rank  and  file  of  soldiers 
will  be  either  indifferent  or  non-job  oriented. 
Accordingly  we  find  of  all  forms  of  administra¬ 
tion  the  military  is  most  mechanical,  most 
highly  structured,  and  most  impersonal  and 
indifferent  to  personal  variability.  This  is  not 
the  consequence  of  the  limitations  of  the  mili¬ 
tary  mind,  although  it  is  in  part  at  least  due  to 
the  limitations  and  necessities  of  the  military 
task.  It  makes  good  sense  for  a  military  or¬ 
ganization  to  supervise  enlisted  personnel  on 
the  assumption  that  they  are  not  job-oriented. 
Indeed,  if  our  analysis  of  the  relation  between 
forms  of  supervision  and  worker  types  is  ac¬ 
curate,  we  would  expect  these  aspects  of  super¬ 
vision  to  dominate  in  the  military  situation. 


CHANGING  LIFE  INTERESTS 

Up  to  this  point  we  have  examined  types  of 
workers  in  static  terms.  There  has  been  an 
implicit  assumption  that  the  individual  re¬ 
mains  oriented  in  a  particular  way  throughout 
most  of  his  life.  This  assumption  may  be  false. 


In  entering  on  his  permanent  work  career, 
the  individual  may  still  be  community-oriented. 
However,  as  he  develops  his  career  and  finds 
gratification  in  work,  he  may  shift  his  interests 
more  and  more  to  a  work-centered  outlook. 
This  kind  of  development  is  something  that 
should  be  taken  into  account,  for  it  means 
that  the  organization  plays  a  significant  role 
in  shifting  the  orientation  of  the  individual. 

It  should  also  be  noted  that  the  individual 
may  shift  his  orientation  away  from  work  after 
an  initial  burst  of  enthusiasm.  There  may  be 
a  counter  movement  of  growing  loss  of  interest 
in  work  with  increasing  service  on  the  job,  and 
a  corresponding  shift  of  interest  to  non-work 
centers. 

Consequences  of  shifting  life  interests  for 
company  personnel  programs  are  clear.  Per¬ 
sonnel  services  and  activities  emphasize  both 
job  and  off -job  interests.  Job-centered  per¬ 
sonnel  activities,  like  suggestion  systems,  on- 
the-job  services,  and  non-financial  incentives 
secure  affirmative  responses  from  work-ori¬ 
ented  employees.  Such  personnel  activities  ap¬ 
peal  to  people  with  fixed  job-oriented  outlook, 
and  to  other  employees  who  may  shift  to  such 
an  outlook.  Community-centered  personnel 
activities,  like  recreation  and  hobby  programs, 
and  “good  works”  in  the  community,  appeal 
to  workers  with  non-job  perspectives  as  evi¬ 
dence  of  company  good  will  and  support  of 
their  interests.  The  total  personnel  program 
is  well  rounded  to  capture  employee  sympathy 
in  the  areas  of  their  life  interests,  wherever 
they  may  center. 

ORGANIZATION  CRISES 

It  is  constructive  to  consider  possible  dif¬ 
ferences  among  types  of  workers  in  situations 
of  crisis.  Many  organizations  undergo  im¬ 
portant  crisis  in  their  history,  and  their  success 
or  failure  may  depend  on  reactions  of  their 
employees.  Furthermore,  there  are  types  of 
operation  that  entail  constant  crises  in  indi¬ 
vidual  parts  of  plants  and  firms.  Here,  too,  the 
differential  reaction  to  the  crisis  may  be  crucial 
to  the  organization. 

It  is  likely  that  the  work-oriented  individual 
would  react  most  adequately  in  the  interests  of 
the  organization  when  facing  a  crisis.  Because 
the  job  in  the  employing  firm  is  all-important 
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to  him,  such  an  individual  is  predisposed  to  do 
everything  possible  to  protect  his  source  of 
employment,  and  his  particular  job.  Where 
the  crisis  is  general,  or  where  the  crisis  is 
clearly  to  be  solved  in  the  interests  of  the  firm, 
job-oriented  individuals  can  typically  be  ex¬ 
pected  to  take  every  action  necessary  to  bring 
the  crisis  to  a  sucessful  conclusion.  Such  a 
group  responds  readily  to  appeals  when  the 
firm  faces  difficulty,  and  can  be  expected  to 
react  pretty  much  as  management  desires. 

The  same  conclusion  cannot  be  reached, 
however,  with  respect  to  community-  or  in- 
differently-oriented  employees.  The  kind  of 
uncertainty  that  is  implicit  in  a  situation  of 
crisis  is  a  threat  principally  to  the  instrumental 
value  that  the  organization  has  for  them.  In 
a  period  of  relatively  easy  job  shifting  the  com¬ 
munity-oriented  or  indifferent  individual  is 
very  likely  to  view  the  fate  of  his  particular 
employer  with  relative  indifference.  Such 
workers  would  be  much  more  difficult  to  inter¬ 
est  in  solving  the  crisis,  or  saving  the  firm  from 
possible  harm.  This  group  reacts  by  leaving  it 
to  management  to  handle  the  crisis  situation. 
We  would  expect  relatively  little  coperation 
to  be  spontaneously  offered,  and  a  great  deal 
of  difficulty  in  eliciting  cooperation,  where  it 
is  sought  by  management.31 

Some  of  the  puzzlement  about  the  reaction 
of  employees  that  management  displays  in 
crisis  situations  is  the  consequence  of  mana¬ 
gerial  expectations  that  people  will  react  in  a 
job-oriented  fashion.  Where  employees  are  not 
job-oriented,  they  will  be  difficult  to  mobilize. 
Consequently,  management  may  feel  a  deep 
sense  of  disappointment  with  the  relative  in¬ 
difference  of  a  fair  proportion  of  employees. 

SEPARATION  FROM  EMPLOYMENT 

For  the  work-oriented  individual,  separa¬ 
tion  from  employment  either  prior  to  retire¬ 
ment  or  at  retirement  may  constitute  a  major 
point  of  readjustment.  In  a  sense,  the  center 
of  the  individual’s  life  is  suddenly  closed  to 
him,  and  he  must  find  alternate  interests  and 
activities  on  which  to  center  his  life.  This  is 
especially  true  in  retirement  from  active  em¬ 
ployment.  It  is  notable  that  many  individuals 
who  were  strongly  job-oriented  have  extreme 
difficulties  in  entering  retirement  gracefully. 


In  the  case  of  the  job-oriented  individual 
who  is  fired  or  separated  from  employment  for 
reasons  beyond  his  control,  the  loss  of  the  job 
in  that  particular  employing  firm  may  consti¬ 
tute  a  severe  blow.  This  is  usually  implicitly 
recognized  by  executives  and  administrators.  It 
accounts  for  the  often  repeated  experience  in 
which  an  individual,  who  is  strongly  job- 
oriented  but  who  has  outlived  his  usefulness, 
is  retained  in  the  organization  in  spite  of  clear 
recognition  that  he  can  no  longer  be  fully  justi¬ 
fied  as  a  productive  employee.  Managers  come 
to  recognize  the  supreme  dependence  that  the 
individual  has  on  his  job,  and  cannot  bring 
themselves  to  exercise  cold-headed  judgment 
in  firing  the  person  because  of  his  declining 
usefulness.32 

Devotion  to  the  job  may  become  an  im¬ 
portant  consideration  in  management’s  per¬ 
sonnel  decisions.  The  more  devoted  the  indi¬ 
vidual,  the  greater  is  the  probability  that  he 
will  “be  taken  care  of”  in  partial  repayment 
for  his  dedication.  While  this  may  introduce 
inefficiencies  in  the  organization,  it  may  have 
hidden  functions  in  serving  to  develop  a  job 
orientation,  and  make  the  job  a  central  life 
interest  to  those  whose  interest  might  otherwise 
lie  elsewhere.  When  they  come  to  recognize 
that  the  work-oriented  individual  is,  in  fact, 
rewarded  for  his  job  interest,  they  may  seek  to 
emulate  him.  Thus,  the  apparent  economic 
loss  in  maintaining  devoted  employees  beyond 
the  period  of  their  usefulness  to  the  firm  may 
be  compensated  for,  at  least  in  part,  by  pro¬ 
viding  incentive  for  others  to  develop  job 
orientation. 

Separation  from  employment  is  viewed  with 
relative  unconcern  by  community  and  indiffer¬ 
ently-oriented  people,  where  alternate  employ¬ 
ment  is  readily  available.  In  periods  of  high 
level  employment  such  people  may  move  read¬ 
ily  from  one  employer  to  another,  so  long  as 
the  economic  disadvantage  is  not  too  great. 
Where  great  loss  of  seniority  or  pension  rights 
may  occur,  resistance  to  job  shifting  may  de¬ 
velop.  This  resistance,  however,  stems  from 
economic  or  other  instrumental  considerations, 
not  from  attachment  to  the  company.  For 
community  and  indifferently-oriented  people 
the  institutional  bonds  of  organization  and  not 
the  moral  ones  provide  the  basis  for  attach¬ 
ment  to  a  work  organization. 


THE  INDIVIDUAL  WORKER 


261 


PEOPLES,  CAREERS,  AND  WORK 


Working  is  only  part  of  a  whole  life.  For 
those  who  work,  the  careers  offered  in  their 
employment  have  importance  to  some,  and 
only  instrumental  significance  to  others.  This 
makes  a  difference  in  the  kind  of  employees 
that  they  are  in  their  employing  organizations. 

In  Chapter  12  we  examined  motivation; 
our  analysis  of  incentives  in  Chapter  1 3  placed 
emphasis  on  organization  and  social  structure 
as  the  molding  forces  guiding  work  behavior. 
People  typically  have  many  choices,  from 
among  which  they  select  the  guide  posts  for 
their  behavior.  In  this  chapter  we  have  given 
special  attention  to  the  general  orientations 
that  workers  can  take  toward  their  work,  and 
the  organization  in  which  they  pursue  it.  It 
has  particularly  been  noted  that  the  organiza¬ 
tion  does  not  always  have  “the  last  word”  in 
molding  work  behavior. 

What  the  person  brings  with  him  to  work, 
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1  A  great  deal  more  analysis  of  careers  is  con¬ 
tained  in  Chapter  15,  with  its  perspective  of  occupa¬ 
tional  mobility. 
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216.  See  also  William  Miller,  “The  Business  Elite  in 
Business  Bureaucracies,”  Chapter  1 1  in  William  Mil¬ 
ler  (ed.),  Men  in  Business  (Cambridge:  Harvard 
University  Press,  1952),  pp.  286-305. 


and  the  interests  he  develops  in  the  community, 
can  shape  his  resistance  to  the  total  influence 
on  his  behavior  of  organization  requirements. 
This  does  not  mean  that  anarchy  prevails  in 
the  work-place,  or  that  sabotage  is  character¬ 
istic  of  worker  behavior.  It  does  mean,  how¬ 
ever,  that  workers  do  not  “kill  themselves”  to 
fulfill  or  over-fulfill  management  expectations. 
They  remain  people  with  wide  and  discrim¬ 
inating  interests  which  sometimes  center  on 
work  and,  apparently,  more  often  do  not. 

The  real  miracle  of  modem  industrial  and 
commercial  work  organizations  is  that  they  can 
be  so  efficient  in  spite  of,  rather  than  because 
of,  the  commitment  their  employees  have  to 
them. 

We  have  already  examined  many  facets 
of  the  ways  in  which  the  miracle  is  achieved. 
More  will  be  considered  in  the  following 
chapters. 

CHAPTER  14 
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the  situation”  as  the  consistent  feature  of  personal- 
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30  See  Philip  Selznick,  “Foundations  of  the  Theory 
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nal  of  Applied  Psychology,  31:589-593  (December, 
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The  packing  and  shipping  department 
is  usually  near  the  bottom  of  the  heap 
where  many  workers  start  their  climb 
to  better  jobs.  Some  never  make  it, 
but  many  do.  A  very  few  move  way 
up — in  the  office  boy  to  president 
tradition — but  most  of  those  who  bet¬ 
ter  their  jobs  make  moderate  ad¬ 
vances.  Some  even  slip  downward 
from  the  beginning  to  the  end  of  their 
working  lives,  but  more  move  up  than 
down. 


INDIVIDUAL  MOBILITY 


1 1  is  the  rare  person  who  does  not  change  his 
job,  or  at  least  his  place  of  employment, 
during  the  course  of  his  working  life.  Indeed, 
changing  jobs  and  employers  is  often  evidence 
of  success. 

In  this  chapter  we  will  examine  the  general 
magnitude  of  job  mobility,  together  with  the 
directions  in  which  people  move  from  one  oc¬ 


cupation  to  another.  We  will  then  consider 
work  as  a  career.  Here  we  will  extend  the 
analysis  of  careers  begun  in  the  last  chapter, 
focusing  on  the  ways  careers  are  fitted  into 
work  organizations.  In  the  last  sections  we 
will  examine  the  general  kinds  of  work  organi¬ 
zation  mobility  that  are  represented  by  promo¬ 
tions,  and  separations. 


WORK  AND  MOBILITY 


How  many  different  jobs  does  a  person  hold 
in  his  working  lifetime?  This  appears  to  be 
a  simple  question.  Yet,  it  divides  into  two 
important  and  separate  issues. 

We  can  be  concerned  simply  with  job 
changes.  Here  we  are  interested  in  how  many 


employers  a  person  has  worked  for,  or  how 
many  different  job  titles  he  has  carried  either 
with  the  same,  or  different  employers.  This 
does  not  tell  us  anything  about  the  status  of 
the  jobs  held.  We  might  then  ask,  Has  he 
changed  his  occupation  as  well  as  his  job?  We 

264 


INDIVIDUAL  MOBILITY 


265 


will  examine  both  of  these  questions  for  the 
American  labor  force. 


LENGTH  OF  WORKING  LIFE 

Before  answering  what  a  person  has  done 
during  his  working  life,  it  is  necessary  to  know 
how  long  he  will  work,  on  the  average.  What 
is  the  length  of  working  life? 

If  a  person  begins  working  at  18  and  re¬ 
tires  at  65  years  of  age,  he  will  have  worked 
47  years.  School  attendance  is  typically  re¬ 
quired  to  the  age  of  18,  which  is  also  the 
usual  age  for  graduation  from  high  school. 
Sixty-five  is  a  standard  retirement  age  in  this 
country.  This  rough  calculation  of  47  years 
of  working  life  is  confirmed  by  refined  esti¬ 
mates  based  on  statistical  analyses  of  large 
population  data. 

Wool  calculated  that  a  young  man  aged  14 
in  1940  could  expect,  on  the  average,  to  be 


The  Jaffe-Carleton  study  concluded  that  there 
is  a  —.82  correlation  between  the  status  of 
occupations  and  the  average  length  of  work¬ 
ing  life  in  them.3  The  better  or  higher  status 
occupations,  as  measured  by  earnings  and 
education,  demand  shorter  working  lives  of 
their  participants,  than  do  lower  rated  jobs. 
Table  15.1  shows  the  average  number  of  years 
in  the  working  force,  together  with  the  age 
of  entry  and  retirement,  for  ten  major  occu¬ 
pational  categories. 

This  table  makes  clear  the  meaning  of  the 
correlation  between  type  of  occupation  and 
the  length  of  time  it  is  pursued.  In  general, 
for  higher  status  occupations,  a  longer  time  is 
spent  in  preparing  to  get  into  them,  and  retire¬ 
ment  comes  relatively  early.  For  lower  status 
occupations,  typical  workers  start  early  in  life, 
and  stay  in  them  longer.  Obviously,  for  the 
higher  status  jobs,  the  deferred  entry  into  the 
occupations  is  either  the  result  of  lengthy 
schooling  (the  professions  particularly),  or 


TABLE  15.1 

PEOPLE  IN  LOWER  SKILLED  OCCUPATIONS  WORK  MORE  YEARS  OF  THEIR  LIVES  THAN  SKILLED  PEOPLE 

(data  for  United  States,  1950) 


Major  Occupational  Group 

Mean 
Number 
Years  in 
Working 
Force 

Average  Age 
of  Entry 

Average  Age 
of  Retirement 

Professional  and  Technical 

40 

above  average 

below  average 

Managers,  Officials,  Owners 

41 

above  average 

below  average 

Craftsmen  and  Foremen 

44 

above  average 

average 

Operatives 

45 

below  average 

below  average 

Sales  Workers 

47 

below  average 

average 

Clerical  Workers 

47 

below  average 

average 

Laborers  (except  Farm  and  Mine) 

51 

below  average 

above  average 

Service  Workers 

52 

below  average 

above  average 

Source:  Reprinted  with  permission  from  A.  J.  Jaffe  and  R.  O.  Carleton,  Occupational  Mobility  in  the 
United  States,  1930-1960,  King’s  Crown  Press,  1954,  p.  50. 


in  the  working  force  for  46.6  years.1  Jaffe 
and  Carleton,  by  analyzing  a  fixed  group  of 
people,  concluded  that  the  average  length  of 
working  life  was  about  46  years  for  the  entire 
working  force  in  the  census  years  1950  and 
1940. 2  For  the  year  1930  it  was  about  47 
years,  the  difference  being  the  consequence  of 
deferring  entry  into  the  labor  force  almost  a 
year  in  the  more  recent  period. 

There  is  wide  variation  among  major  oc¬ 
cupational  groups  in  the  length  of  working  life. 


apprenticeships.  The  lower  than  average  re¬ 
tirement  ages  for  these  higher  status  occupa¬ 
tions  are  undoubtedly  a  result  of  higher 
incomes  earned  while  working,  and  the  con¬ 
sequent  ability  to  retire  from  choice.4 

JOB  SHIFTING 

In  the  46  years  of  average  working  life, 
how  many  different  jobs  does  a  person  hold? 
Here  we  are  concerned  with  jobs,  whether 


266 


GETTING  WORK  DONE 


they  are  the  same  job  with  different  employers, 
or  different  occupations.  In  the  next  section 
we  will  deal  specifically  with  shifts  among 
occupations. 

Stable  data  on  a  substantial  number  of 
working  life  histories  simply  do  not  exist.  We 
therefore  have  to  estimate  the  number  of  jobs 
held  during  the  average  46  years  of  working 
life  by  the  average  employed  person.  From 
the  largest  single  study  of  labor  mobility,  that 
reported  by  Gladys  Palmer,  we  discover  that 
in  the  six  cities  studied,  there  was  an  average 
of  2.6  jobs  held  for  the  ten-year  period  from 
1940  to  1950. 5  This  covers  all  occupations. 
If  we  project  this  figure  over  a  46-year  work¬ 
ing  life,  we  arrive  at  almost  12  jobs  held  by 
the  average  worker  during  his  working  lifetime. 

A  much  more  limited  body  of  data  derived 
from  the  study  of  935  working  heads  of  fami¬ 
lies  in  Oakland,  California  shows  that  there 
was  a  mean  of  4.8  jobs  for  an  average  of 
25.3  years  in  the  labor  force.  This  study  by 
Lipset  and  Bendix  leads  to  the  conclusion 
that  about  9  jobs  will  be  held  through,  the 
whole  working  lifetime  of  46  years.6 

Twelve  jobs  in  a  working  lifetime  may  be  an 
overestimation.  We  know  that  older  workers 
change  jobs  less  frequently,  for  example.  If  we 
take  a  lower  and  more  conservative  figure 


of  9  jobs  in  46  years  of  working,  it  appears 
that  American  workers  change  their  jobs  on 
the  average  of  once  every  five  years.  People 
do  move  from  their  jobs  to  others.  They  do 
this  with  relative  frequency.7 

The  implications  of  this  job-shifting  charac¬ 
teristic  of  the  American  labor  force  are  clear. 
Many  people  do  not  stay  long  enough  on  par¬ 
ticular  jobs  to  develop  strong  attachments  to 
their  company.  Their  attachment  to  occupa¬ 
tions  as  a  way  of  life  may  be  lessened  by  the 
frequent  moves  from  one  job  to  another.  Their 
aspirations  about  future  jobs  may  be  higher. 
Experience  with  frequent  job  changes  may 
lead  to  the  belief  that,  because  jobs  can  be 
changed  relatively  frequently,  the  next  one 
will  be  a  better  one.  Indeed,  as  we  will  see 
in  the  next  section  there  is  a  considerable  up¬ 
ward  mobility  in  the  occupational  structure.^ 

Job  changing  is  not  evenly  distributed 
throughout  the  work  force.  Some  people 
change  jobs  more  frequently  than  others. 
Therefore,  any  figures  showing  average  job 
changes  tend  to  obscure  the  fact  that  a  good 
share  of  the  job  changing  is  done  by  the  fre¬ 
quent  job  shifters.  We  have  a  measure  of  the 
impact  of  frequent  job  changers  in  Table  15.2 
where  their  proportion  in  major  occupational 
categories  is  shown. 


TABLE  15.2 

JOB  CHANGES  OCCUR  MORE  FREQUENTLY  IN  LESS  SKILLED  OCCUPATIONS 

(data  for  six  American  cities*) 


Occupation  of 

Longest  Job 

Held  in  1950 

Workers  in 
Thousand 

Mean  No. 
of  Jobs  Held 
(1940-1949) 

Workers  with 

3  or  More  Jobs 
as  Per  Cent  of 
Total  Group 

Workers  with 

5  or  More  Jobs 
as  Per  Cent  of 
Total  Group 

All  occupations 

3,396 

2.6 

42 

13 

Managerial  workers 

453 

2.4 

36 

9 

Professional  workers 

311 

2.4 

34 

10 

Sales  workers 

215 

2.5 

41 

12 

Clerical  workers 

514 

2.6 

42 

13 

Service  workers 

397 

2.7 

41 

13 

Operatives 

803 

2.8 

46 

15 

Craftsmen 

539 

2.8 

46 

15 

Laborers 

164 

3.1 

56 

22 

*  Excluding  persons  with  no  work  experience  1940-1949,  persons  not  reporting  number  of  employers,  and 
persons  not  reporting  occupation.  The  six  cities  are:  Chicago,  Philadelphia,  Los  Angeles,  San  Francisco,  St. 
Paul,  and  New  Haven. 


Source:  Reprinted  with  permission  from  Gladys  Palmer,  Labor  Mobility  in  Six  Cities,  Social  Science 
Research  Council,  1954,  p.  72. 
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From  the  first  line  of  this  table  it  is  clear  that 
during  the  ten-year  period,  more  than  four 
out  of  every  ten  workers  shifted  their  jobs 
three  or  more  times,  which  is  above  the  mean 
of  2.6  jobs  held  by  the  average  worker.  A 
little  more  than  every  tenth  worker  had  five  or 
more  jobs  during  the  same  period,  or  twice  as 
many  jobs  as  the  average  worker. 

When  we  examine  Table  15.2  for  occupa¬ 
tional  differences  we  note  that  at  lower  occu¬ 
pational  levels  a  larger  percentage  of  workers 
change  their  jobs  more  frequently  than  in 
higher  occupations.  Two  important  inferences 
follow  from  this  fact.  The  first  is  that  people 
in  lower  occupational  groups  are  changing 
jobs  in  order  to  get  ahead.  The  second  infer¬ 
ence  is  that  higher  occupations  tend  to  be 
careers,  with  consequent  less  job  shifting  as 
the  career  unfolds.  We  will  examine  both  of 
these  conclusions  later  in  this  chapter. 

What  happens  to  people  when  they  change 
jobs?  Unfortunately  the  data  are  not  available 
for  all  kinds  of  job  changes.  However,  Pal¬ 
mer’s  study  does  show  what  happened  to 
people  when  their  job  changes  involved  mov¬ 
ing  from  one  employer  to  another.  These 
data  are  contained  in  Table  15.3  showing 
job  shifts  for  men  during  the  ten  years  studied. 
The  job  shifts  for  women  show  approximately 
the  same  pattern. 

Table  15.3  reveals  several  outstanding  facts. 
Most  notable  is  that  55  percent  of  men,  if  they 
changed  employer,  also  changed  their  occupa¬ 
tion  and  the  industry  in  which  they  worked 
(the  comparable  figure  for  women  is  46  per 
cent).  This  figure  is  stable  for  each  of  the  six 
cities  studied.  It  is  of  the  same  magnitude  even 
when  we  consider  layoffs  that  are  a  result 
of  slackened  work.  The  magnitude  does  not 
change  when  separations  from  the  job  for 
other  reasons  including  personal  choice  are 
shown  separately. 

Looking  at  Table  15.3  from  another  stand¬ 
point  we  can  say  that  when  a  man  changes  his 
employer,  only  about  one  in  five  will  return 
to  work  in  the  same  industry  and  at  the  same 
occupation.  The  figure  is  slightly  higher,  one 
in  four,  when  the  change  in  employer  is  the 
result  of  layoffs  due  to  business  conditions. 

It  seems  very  clear,  then,  that  when  men 
move  from  one  employer  to  another,  some¬ 
where  between  76  and  84  per  cent  of  them 


will  change  their  occupation,  or  the  industry 
in  which  they  work,  or  both.  The  higher  per¬ 
centage  will  make  such  changes  if  their  sep¬ 
aration  from  their  previous  employer  was  for 
reasons  other  than  being  laid  off;  the  lower 
percentage  if  they  were  laid  off  because  of 
their  employer’s  business  conditions. 

Moving  from  one  job  to  another  is  indeed 
a  significant  change  for  the  worker.  In  the 
vast  majority  of  instances  it  means  changing 
industry,  or  occupation,  or  both.  More  than 
half  the  time  it  will  involve  changing  both. 

Americans  are  a  mobile  people.  Their 
mobility  is  no  better  illustrated  than  in  the 
amount  of  shifting  they  do  from  one  job  to 
another.  Such  shifting  of  jobs  usually  also 
entails  changes  in  the  industrial  environment 
in  which  work  is  performed,  and  the  occupa¬ 
tions  pursued. 


OCCUPATIONAL  MOBILITY 

Where  the  kind  of  job  pursued  is  valued  as 
a  measure  of  social  standing,  we  might  expect 
patterns  of  shifting  from  one  occupation  to 
another  to  reflect  the  valued  preferences  of 
a  society.  If  everyone  wants  to  get  up  to  the 
top  of  the  heap,  then  the  patterns  of  shifting 
from  one  occupation  to  another  will  show  an 
upward  movement  in  social  standing. 

This  basic  feature  of  American  social  values 
is  summed  up  as  “getting  ahead  in  the  world.” 
When  we  get  ahead,  we  mean  that  our  present 
occupation  is  a  better  one  than  the  last,  and 
that  the  next  one  will  be  better  still. 

Occupational  mobility  is,  therefore,  mean¬ 
ingful  to  people  according  to  the  kinds  of  shifts 
among  occupations  that  represent  getting 
ahead,  standing  still,  or  falling  behind.8  We 
are,  of  course,  concerned  with  what  happens 
in  the  working  life  history  of  the  people  now 
working.  There  is  a  literature  dealing  with 
generational  shifts  in  occupations.  Typically 
father  and  son  occupations  are  compared  to 
find  out  what  happened  between  these  two 
generations.  Interesting  as  that  literature  is, 
our  attention  in  this  chapter  is  on  what  hap¬ 
pens  in  the  individual’s  working  life  history, 
not  how  he  compares  with  his  father’s  place 
in  the  world  of  work.9 

Lipset  and  Bendix  suggest  that  the  funda- 
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mental  cleavage  in  American  society  is  be¬ 
tween  those  who  work  with  their  hands  and 
those  who  do  not.10  Their  study  of  the  Oak¬ 
land  labor  market  leads  to  two  conclusions  on 
occupational  mobility.  Those  who  work  with 
their  hands  have  spent  80  per  cent  of  their 
working  lives  in  manual  occupations,  on  the 
average.  Those  who  do  not  work  with  their 
hand  have  spent  75  per  cent  of  their  working 
lives  in  non-manual  occupations.  It  appears 
from  their  data  on  935  working  heads  of 
households  that  white  collar  and  blue  collar 
occupations  are  two  different  worlds  of  work. 
Once  committed  to  either  of  these  separate 
worlds,  the  worker  is  likely  to  remain  in  that 
world  for  his  working  lifetime. 

Much  more  extensive  data  are  available  in 
the  Jaffe-Carleton  study  which  makes  use  of 
facts  from  the  Palmer  study  of  six  cities.11 
The  first  conclusions  to  which  Jaffe-Carle¬ 
ton  come  are  these.  Improvement  of  occupa¬ 
tional  position  takes  place  particularly  during 
the  first  two  or  three  decades  of  working  life. 
Indeed,  most  upward  mobility  occurs  •  gen¬ 
erally  between  the  ages  of  25  and  45.  Men 
tend  to  reach  their  highest  position  on  the 
occupational  ladder  by  about  age  50. 12 

Jaffe  and  Carleton  also  reach  the  same 
conclusion  as  Lipset  and  Bendix,  that  white 
collar  and  manual  work  tend  to  be  separate 
realms.  Of  these  who  begin  working  in  white 
collar  occupations,  50  per  cent  will  remain  in 
that  occupational  group.  Of  these  who  begin  in 
a  manual  occupation,  about  two-thirds  will 
remain  in  the  same  general  class  of  work 
for  their  working  lives.13 

Turning  next  to  the  crucial  question  of  who 
goes  where,  and  in  what  numbers,  from  one 
occupational  level  to  another,  Jaffe-Carleton 
have  developed  the  best  single  measure  of 
broad  occupational  shifting  in  the  United 
States.  Their  results  are  shown  in  Table  15.4. 

This  table  was  constructed  as  follows.  The 
authors  assumed  that  a  thousand  boys  at  each 
age  level  from  15  to  24  have  entered  each  of 
the  seven  occupational  groups.  Using  the  data 
from  the  Six  City  Study  on  actual  interchange 
among  the  occupational  groups,  by  age,  they 
trace  the  movements  of  these  boys  from  oc¬ 
cupational  group  to  occupational  group  until 
the  survivors  of  the  original  thousand  in  each 
class  have  reached  the  age  group  55  to  64 


years.  In  making  these  computations  they 
assumed  that  the  occupational  changes  ob¬ 
served  during  the  1940’s  in  the  Six  City  Study 
would  apply  for  the  entire  working  lives  of 
their  cohorts  of  a  thousand.  To  the  original 
10,000  they  added  the  people  going  to  work 
for  the  first  time,  at  a  rate  based  on  new 
entries  in  the  labor  market  in  1940.  Thus, 
the  table  represents  losses  through  death  and 
leaving  working,  and  gains  through  new  work¬ 
ers  for  each  year.  The  table  sums  the  results 
for  a  forty-year  period. 

Table  15.4  then  shows  the  occupations  in 
which  10,000  men  begin  and  end  their  work¬ 
ing  lives.  Jaffe  and  Carleton  used  the  only 
body  of  data  available  for  such  calculations, 
a  body  of  data  so  costly  to  gather  that  it  is 
not  likely  to  be  duplicated  for  many  years.14 
This  table  is  much  like  an  insurance  life  table. 
Based  on  the  facts  about  a  population,  it 
represents  a  theoretical  picture  of  character¬ 
istics  of  that  population. 

Table  15.4  can  be  read  in  two  ways.  Read¬ 
ing  down  each  column  we  find  out  what  hap¬ 
pened  to  the  people  who  started  out  in  the 
occupational  group.  For  example,  425  re¬ 
mained  craftsmen  out  of  1254  who  started  in 
that  group.  The  other  two-thirds  who  started 
in  the  group  moved  out,  approximately  one- 
third  moving  up  and  the  same  proportion  mov¬ 
ing  down.  Each  column  shows  the  mobility  out 
of  the  occupational  group.  This  is  the  data 
for  the  left  hand  side  of  the  figures  in  Chart 
15.1. 

Reading  across  each  row  of  Table  15.4  we 
learn  from  what  groups  will  come  the  people 
who  move  into  an  occupational  class.  Thus, 
almost  a  third  of  the  2651  men  who  end  up 
as  craftsmen  and  foremen  come  from  the 
ranks  of  operatives.  Each  row  shows  the  mo¬ 
bility  into  the  occupational  group.  This  is 
the  data  for  the  right  hand  side  of  the  figures 
in  Chart  15.1. 

The  seven  occupational  groups  shown  in 
Table  15.4  are  listed  in  the  rough  order  of 
their  social-economic  standing.  Some  ques¬ 
tions  arise  about  the  relative  standing  of 
adjacent  groups.  In  general,  however,  the  list¬ 
ing  is  from  high  to  low. 

For  all  occupational  groups  taken  together, 
the  chances  are  better  than  one  in  two 
(55.51%)  that  a  person  will  end  his  work- 
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TABLE  15.4 

MEN'S  WORKING  LIFE  HISTORIES  ARE  FEATURED  BY  THEIR  OCCUPATIONAL  MOVES  UPWARD 
(theoretical  working  life  table  for  the  United  States,  non-agricultural  occupations) 


Occupational  Group  at  Beginning  of  Working  Life 

Labo¬ 

rers 

Managers,  (ex- 


Occupational 

Group  at  end  of 
working  life 

Total 

Profes¬ 

sional 

and 

technical 

officials 

and 

proprie¬ 

tors 

Clerical 

and 

sales 

workers 

Craftsmen 
and  fore¬ 
men 

Opera¬ 

tives 

Service 

workers 

cept 

farm 

and 

mine) 

Total 

10,000 

548 

371 

1,854 

1,254 

3,092 

675 

2,206 

Professional  and 
technical 

759 

197 

29 

180 

78 

167 

40 

68 

Managers,  offi¬ 
cials,  and 
proprietors 

1,785 

90 

104 

402 

224 

526 

119 

320 

Clerical  and 
sales  workers 

1,322 

80 

72 

334 

133 

374 

91 

238 

Craftsmen  and 
foremen 

2,651 

78 

76 

413 

425 

869 

150 

640 

Operatives 

1,983 

55 

53 

308 

236 

680 

126 

525 

Service  workers 

994 

37 

25 

145 

109 

315 

111 

252 

Laborers  (ex¬ 
cept 

farm  and  mine) 

506 

11 

12 

72 

49 

161 

38 

163 

See  text  for  basis  on  which  this  table  is  constructed. 

Source:  Reprinted  with  permission  from  A.  J.  Jaffe  and  R.  O.  Carleton,  Occupational  Mobility  in  the 
United  States,  1930-1960,  King’s  Crown  Press,  1954,  p.  52. 


ing  life  in  a  higher  occupation  than  the  one 
in  which  he  started.  The  odds  are  one  in  five 
(20.14%)  that  no  change  will  be  made  to 
either  a  higher  or  lower  occupation  during  the 
working  life  history.  Finally,  one  out  of  every 
four  persons  will  move  downward  during  his 
period  of  industrial  and  commercial  employ¬ 
ment.  Thus,  three  out  of  every  four  members 
of  the  labor  force  will  be  as  well  or  better 
off  when  they  leave  the  labor  market  as  they 
were  when  they  entered.  These  are  the  sum¬ 
mary  conclusions  from  Table  15.4.  The  Amer¬ 
ican  labor  force  not  only  moves  frequently 
from  job  to  job,  and  industry  to  industry,  but 
the  majority  also  “get  ahead”  in  the  process. 

In  Chart  15.1  we  have  summarized  the  cir¬ 
culation  into  and  out  of  each  of  the  major 
occupational  groups  as  portrayed  in  Table 
15.4.  A  careful  examination  of  this  chart 
shows  the  differential  mobility  of  the  various 
strata  of  occupations.  Comparisons  among  the 
seven  figures  reveal  that  those  who  start  high 


tend  to  remain  in  the  upper  levels  those  who 
start  in  the  middle  are  most  stable  although 
some  move  up  and  down;  while  those  who 
start  at  or  near  the  bottom  do  get  ahead. 


MOBILITY  AND  CHANCE 

We  have  two  generalizations  that  appear 
contradictory.  The  first  suggests  that  job 
changing  leads  to  changes  in  industry  or  oc¬ 
cupation  in  about  three  out  of  every  four  in¬ 
stances  where  a  worker  changes  employer. 
We  also  have  discovered  that  a  considerable 
body  of  changes  among  occupations  appears 
to  be  directed  toward  improving  one’s  working 
status.  The  first  generalization  suggests  ran¬ 
dom  causes  operating.  The  second  generaliza¬ 
tion  suggests  that  occupational  changes  are 
not  random  in  character;  that  these  shifts  are 
made  in  the  process  of  getting  ahead. 

We  need  to  consider  the  role  that  chance 


CHART  15.1 


OCCUPATIONAL  MOBILITY  HAS  ITS  UPS  AND  DOWNS 


The  solid  bar  for  each 
occupational  level  shows 
those  who  ended  their 
working  life  there,  and 
where  they  came  from. 
The  bar  segments  to  the 
left  show  those  who 
started  in  each  occup- 
tional  level,  and  where 
they  ended  up.  Source: 
Table  15.4. 
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plays  in  job  and  occupational  shifting.  To  what 
extent  do  people  plan  to  get  ahead  in  their 
work?  To  what  extent  do  factors  not  directly 
related  to  kind  of  work  affect  decisions  to 
change  work?  Finally,  to  what  extent  do  people 
drift  more  or  less  accidentally  into  the  jobs 
they  hold? 

Data  are  available  on  these  points.  Turning 
again  to  the  Six  City  Study,  we  find  that  Pal¬ 
mer  concludes,  “accidental  circumstances 
were  largely  responsible  for  the  occupations 
held  in  1950  by  23  per  cent  of  all  men  and 
37  per  cent  of  all  women  25  years  of  age 
and  over  in  the  six  cities  combined.  Most  of 
these  workers  were  in  manual  occupations, 
and  almost  half  were  operatives  or  kindred 
workers.  They  included  a  nucleus  of  persons 
who  ‘never  stay  long  in  a  place’  and  substan¬ 
tial  numbers  of  women  with  irregular  attach¬ 
ments  in  the  labor  market.”15 

Thus,  one  out  of  every  four  of  the  men 
in  major  cities  of  the  United  States  and  better 
than  one  out  of  every  three  women  workers 
were  in  occupations  which,  in  their  own  way 
of  looking  at  them,  were  not  occupations  of 
their  choice.16  Even  though  there  is  a  large 
accumulation  of  workers  at  the  semi-skilled 
level,  the  sheer  magnitude  of  this  group  should 
make  clear  how  significant  the  factor  of 
chance  is  in  the  occupations  followed  by  a 
substantial  number  of  our  citizens.  If  chance 
is  the  determinant  of  what  people  do  at  work, 
then  we  have  added  reason  for  understanding 
why  attachments  to  occupations  and  places 
of  work  may  be  relatively  weak  in  a  substan¬ 
tial  proportion  of  the  American  working 
force. 

Still  another  body  of  data  reported  by 
Palmer  has  a  bearing  on  the  operation  of 
chance  in  occupational  choice  and  job  shift¬ 
ing.17  In  Table  15.5,  special  data  for  voluntary 
job  shifting  among  skilled  men  in  the  six 
cities,  and  for  both  men  and  women  in  St. 
Paul,  Minnesota,  are  shown.  For  our  present 
purposes  it  is  necessary  to  focus  on  the  propor¬ 
tions  of  those  who  voluntarily  changed  their 
jobs  because  of  personal  or  family  reasons. 
Among  the  males  about  one  in  every  four 
job  shifts  was  ascribed  to  personal  or  family 
situations.  Among  women  workers  who  volun¬ 
tarily  changed  their  jobs  almost  one  in  every 
two  was  for  personal  or  family  reasons. 


Now  what  does  this  have  to  do  with  chance? 
The  connection  is  this.  Ordinarily,  personal 
or  family  considerations  are  only  remotely, 
if  at  all,  related  to  jobs.  That  is,  what  is  hap¬ 
pening  at  home  in  emergencies,  illness  or 
death,  in  changing  the  family  residence,  or 
in  changing  family  responsibilities  such  as 
new  children  or  old  folks  to  take  care  of,  is 
not  immediately  related  to  the  kind  of  work 
people  perform.  These  factors  are  extraneous 
to  work.  Yet  they  enter  significantly  into  de¬ 
cisions  to  change  jobs.  It  is  a  matter  of  chance 
that  a  member  of  the  family  will  become 
seriously  ill,  yet  this  chance  event  may  pro¬ 
duce  a  job  shift. 

It  should  be  noted  that  the  general  mag¬ 
nitudes  are  similar  for  both  sets  of  data.  One 
out  of  every  four  men  in  the  Six  City  Study 
was  following  an  occupation  not  of  his  special 
choosing,  but  the  consequence  of  accidental 
factors.  Approximately  one  out  of  every  four 
skilled  men  and  another  sample  of  St.  Paul 
workers  said  that  they  shifted  their  jobs  vol¬ 
untarily  for  reasons  not  directly  related  to  their 
job,  for  personal  or  family  reasons.  Similarly 
for  women,  better  than  a  third  in  the  Six  City 
Study  said  that  chance  determined  their  pres¬ 
ent  jobs,  and  about  a  half  in  the  St.  Paul 
sample  said  that  non-job  personal  or  family 
situations  determined  their  voluntary  shifts 
in  jobs. 

We  may  conclude  then  that  chance  plays 
a  significant  role  in  occupational  and  job 
shifting.  As  many  as  a  quarter  of  the  American 
working  force  may  be  indifferent  to  the  driving 
desire  to  get  ahead.  They  may  be  willing  to 
“play  the  labor  market”  for  its  opportunities  to 
earn  a  wage  or  salary.  They  may  be  largely 
indifferent  to  the  specific  jobs  they  get,  leav¬ 
ing  the  determination  of  their  work  to  the 
impersonal,  and  therefore  in  their  view,  chance 
character  of  the  employment  market.  They 
may  also  be  willing  to  let  non-job  considera¬ 
tions  sway  their  job  changes,  viewing  these 
factors  as  chance  factors  with  respect  to  their 
work.18 

Turning  now  to  a  further  consideration  of 
Table  15.5,  we  can  focus  on  the  proportion  of 
voluntary  job  changes  that  are  made  for 
reasons  of  job  improvement.  Job  improvement 
was  defined  as  a  change  improving  some  as¬ 
pect  of  the  job  including  economic  position. 


These  men  all  work  with  wire.  Their  jobs  are  manifestly 
different,  however.  The  lineman  on  the  pole,  the  toll 
testboardman  and  the  central  office  repairman  may  have 
known  little  or  nothing  about  these  "private"  careers  in 
the  telephone  industry  before  joining  the  company.  Did 
chance  play  a  large  part  in  their  being  in  their  present 
occupations?  Some  opportunities  exist  to  shift  from  one 
of  these  occupations  to  the  other  even  though  they  rep¬ 
resent  a  division  of  labor  in  the  installation  and  mainte¬ 
nance  of  telephone  lines. 


TABLE  15.5 

WHEN  PEOPLE  CHANGE  JOBS  VOLUNTARILY,  OVER  A  HALF  THINK  THEY  ARE  GETTING  AHEAD  WHILE  ABOUT  A  QUARTER 

MOVE  FOR  NON-JOB  REASONS  * 

(numbers  in  thousands) 
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sucn  as  aeatn  or  ulness  in  the  ramuy,  change  oi  tamily  residence,  and  reasons  such  as  job  wanderlust  or  desire  tor  change  ot  scene. 

Defense  work  includes  shifts  so  specified,  except  that  changing  to  a  defense  job  in  order  to  maintain  deferred  status  under  the  draft  laws  has  been 
class  as  a  personal  reason  in  the  study  of  skilled  workers, 
t  Less  than  0.5. 

Source:  Reprinted  with  permission  from  Gladys  Palmer,  Labor  Mobility  in  Six  Cities,  Social  Science  Research  Council,  1954,  p.  73. 
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GETTING  WORK  DONE 


working  conditions,  hours  of  work,  and  job 
status. 

We  note  that  something  over  half  of  the 
voluntary  job  shifts  for  skilled  men  in  the 
Six  Cities  and  about  seven  out  of  every  ten 
job  shifts  for  St.  Paul  males  were  for  reasons 
of  job  improvement.  For  women  in  St.  Paul, 
about  half  the  job  shifts  were  to  improve  the 
job.  This  tells  us  that  between  fifty  and  seventy 
per  cent  of  the  working  force  will  make  volun¬ 
tary  job  changes  to  improve  themselves  in 
some  respect.  It  will  be  remembered  that  the 
Jaffe-Carleton  study  showed  that  more  than 
half  of  all  working  people  really  do  get  ahead. 
Thus,  there  seems  to  be  a  good  deal  of  cor¬ 
respondence  between  the  expectation  of  get¬ 
ting  ahead  and  its  reality. 

The  available  data  tend  to  be  mutually 


supportive  and  provide  definite  answers  to 
the  questions  with  which  we  started  this  sec¬ 
tion.  Somewhere  between  a  half  and  three- 
quarters  of  those  who  voluntarily  change  their 
jobs  think  they  are  improving  themselves. 
These  are  the  people  who  are  striving  to  get 
ahead.  Something  of  the  order  of  a  quarter  of 
those  who  voluntarily  change  their  jobs  let 
extraneous  non-job  factors  determine  their 
moving.  These  are  the  people  who  may  not 
be  very  strongly  concerned  with  getting  ahead. 
Cutting  through  the  data  in  another  way  we 
discover  that  about  a  quarter  of  those  work¬ 
ing  feel  that  they  had  no  control  over  their 
job  desiny.  Whether  they  liked  it  or  not, 
whether  they  were  “strivers”  or  “resters,”  they 
felt  that  chance  ruled  their  job  destinies. 


CAREERS  AND  MOBILITY 


Each  person  is  involved  in  working  at  a 
series  of  jobs  in  his  work  lifetime.  The  jobs 
that  a  person  holds  are  a  consequence  of 
chance,  of  choice,  and  of  the  condition  of 
the  employment  market  in  which  he  seeks 
employment.  Under  some  circumstances  we 
can  consider  his  work  experience  as  a  career. 

OCCUPATIONAL  CAREER 

An  occupational  career  is  the  sucession  of 
related  jobs  filled  by  an  individual.  The  jobs 
are  held  in  an  ordered  series,  and  there  is 
some  kind  of  real  relationship  among  them. 
Some  individuals  start  in  a  line  of  activity 
which  carries  on  for  the  rest  of  their  lives. 
They  move  progressively  into  successive  stages 
of  their  line  of  work. 

There  is  a  great  deal  of  difference  between 
work  and  a  career.  Work  is  the  acceptance  of 
employment  with  the  primary  objective  of 
securing  the  income  that  it  provides.  Each  job 
is  viewed  as  an  isolated  interval  in  the  process 
of  earning  an  income.  The  entrance  on  a 
career  carries  with  it  a  whole  series  of  future 
expectations  extending  through  the  effective 
lifetime  of  the  individual.  Working  usually 
takes  place  within  a  short  time  perspective. 
Entering  a  career  usually  has  a  lengthy  time 
perspective  for  the  individual. 


The  expectations  surrounding  a  career  con¬ 
cern  the  compensation  to  be  received  from 
working  in  a  particular  line  of  activity,  the 
rights,  privileges,  status,  and  non-financial 
rewards  that  are  associated  with  the  work 
career.  The  portion  of  a  career  yet  to  be  ful¬ 
filled  represents  anticipatory  stages  of  work¬ 
ing  life  development.  In  a  sense,  the  career 
provides  the  broad  framework  for  a  long-time 
planning  of  the  future.19 


STABILITY  OF  CAREERS 

Some  careers  are  relatively  stable,  and  have 
a  common  definition  in  the  society.  This  is 
particularly  true  for  the  professions  which 
have  long-standing  traditional  definitions. 
Professions  have  clear-cut  channels  of  entry. 
The  resulting  rewards  and  expectations  that 
are  associated  with  professions  are  generally 
known.  On  the  other  hand,  there  are  activities 
known  only  to  their  participants  and  largely 
unknown  to  the  public  as  a  whole.  Careers  in 
the  factory,  and  many  office  jobs,  may  be 
reasonably  clear  to  those  who  follow  them,  but 
largely  unknown  to  an  outsider.  Furthermore, 
the  dependence  an  individual  has  on  a  par¬ 
ticular  technology,  or  a  particular  machine, 
or  a  particular  operation,  may,  with  a  change 
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in  that  technology,  machine,  or  operation,  re¬ 
sult  in  the  sudden  termination  of  a  career. 

We  can  distinguish  between  two  kinds  of 
careers.  There  is  a  public  career  in  which 
work  is  viewed  by  the  public  as  following  a 
well  defined  career  pattern  having  a  beginning 
and  an  end,  and  developmental  stages 
throughout  its  entire  length.  There  is  another 
type,  called  a  private  career,  whose  features 
are  known  only  to  those  following  it. 

Private  careers  are  specialized  to  a  given 
industry,  or  a  company,  or  even  a  unique 
technology.  These  private  careers  are  known 
primarily  to  those  who  follow  them,  or  to 
the  relatively  few  outsiders  in  occupational 
contact.  Private  careers  have  the  special  char¬ 
acteristic  that  they  seldom  serve  to  define 
the  general  social  standing  of  those  following 
them  in  the  eyes  of  the  public.  For  example,  if 
I  told  you  that  my  uncle  was  a  roller  in  a 
steel  mill  (a  definite  private  career  )you  might 
conjure  up  a  whole  series  of  mental  images 
about  what  he  does,  how  important  he  is, 
and  where  he  stands  in  the  status  structure  of 
the  society.  Most  of  you  would  be  at  a  loss 
to  place  this  man,  perhaps  visualizing  him  as 
a  laborer  coiling  steel  strip,  or  rolling  scrap 
metal  from  one  place  to  another,  or  even 
forming  steel  balls  by  rolling  molten  metal. 
The  steel  mill  roller  is  a  man  of  very  high 
status,  well  paid  and  exceptionally  skilled, 
in  charge  of  a  giant  rolling  mill  that  forms  and 
shapes  ingots. 

One  of  the  general  trends  in  American  so¬ 
ciety,  with  its  continual  elaboration  of  the 
division  of  labor,  is  the  conversion  of  publicly 
recognized  careers  into  private  ones.  At  the 
same  time,  many  new  private  careers  are 
established  having  no  specific  relationship  to 
traditional  careers. 

The  vast  increase  in  the  number  of  private 
careers  makes  career  planning  difficult.  You 
do  not  know  of  the  available  careers  until 
you  actually  go  to  work  and  discover  the 
private  careers  of  your  particular  company 
and  industry.  You  may  say  that  you  are  plan¬ 
ning  a  career  in  business,  for  example,  but 
that  merely  establishes  your  preference  to 
work  for  a  private  company.  It  is  not  until  you 
actually  go  to  work  that  you  will  discover  the 
private  career  lines  available  to  you.20 

The  tremendous  increase  in  the  number 


of  private  careers  has  another  consequence. 
Relatively  few  people  know  of  the  private 
careers.  Those  following  private  careers, 
therefore,  tend  to  develop  two  directions  in 
their  attachment  to  their  careers.  For  the 
general  public  they  are  likely  to  establish  their 
identity  with  either  their  company,  or  their 
industry.  When  asked  what  they  do,  their 
ready  response  is:  “I  work  for  General 
Motors,”  or  “I  work  in  the  auto  industry.” 
At  the  same  time,  within  the  occupation,  they 
are  likely  to  identify  with  others  following 
the  same  career,  as  Reissman  has  pointed 
out.21  Those  following  the  same  career  form 
associations  or  unions,  and  identify  with 
fellows  like  themselves  through  the  association. 

It  is  notable  that  some  careers  may  change 
their  form  over  relatively  short  periods  of 
time.  For  example,  the  engineer  employed  by 
a  large  industrial  firm  is  pursuing  a  different 
career,  in  many  respects,  from  that  of  his 
predecessor  who  was  an  independent  practi¬ 
tioner  executing  engineering  assignments  for 
a  client.  On  problems  of  engineering  design 
and  design  theory,  these  two  engineers  operate 
in  identical  fashion.  However,  the  contexts 
of  the  careers  are  quite  different,  the  one  being 
part  of  a  business  firm,  the  other  being  an 
independent  professional  practitioner.  Thus  it 
would  be  unthinkable,  for  example,  for  the 
independent  professional  practitioners  to  or¬ 
ganize  into  a  union  for  purposes  of  collective 
bargaining  with  their  clients.  However,  the 
engineer  as  a  member  of  the  corporation  has, 
in  fact,  done  this.  It  is  now  estimated  that 
there  are  forty  thousand  engineers  who  bar¬ 
gain  collectively  with  their  employers. 

The  career  of  machinist  has  undergone  sig¬ 
nificant  transformation  so  that  the  lineal  de¬ 
scendants  of  the  machinists  of  fifty  years 
ago  are  men  who  are  highly  skilled  special¬ 
ists.  In  spite  of  their  apprenticeship,  the  new 
machinists  may  not  have  the  all-around  skill 
and  ability  of  their  predecessors.  Indeed,  they 
may  have  their  titles  changed  from  that  of 
machinist  to  setup  man,  production  machinist, 
machine  maintenance  man,  and  so  forth. 
Nevertheless,  in  spite  of  these  changes  the 
new  jobs  are  as  clearly  careers  as  were  the 
jobs  out  of  which  they  grew. 

In  work  where  tasks  are  likely  to  undergo 
change  over  relatively  short  periods  of  time. 
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where  machines  are  likely  to  change,  and 
where  the  requirements  for  the  individual’s 
performance  are  likely  to  be  significantly 
modified,  it  is  difficult  to  have  a  sense  of 
career.  Thus  it  is  fairly  common  to  designate 
a  whole  series  of  factory  jobs  as  semi-skilled 
labor,  or  machine  work.  Similarly,  in  the  office 
it  is  common  practice  to  designate  a  whole 
series  of  related,  yet  changeable  jobs,  as  cleri¬ 
cal  work.  Ordinarily  we  would  not  say  the 
individual  who  is  a  clerical  worker,  or  a  ma¬ 
chine  operator,  is  pursuing  a  career.  Such 
workers  may  not  know  today  the  kind  of 
work  they  will  be  expected  to  perform  to¬ 
morrow,  nor  will  they  know  the  rewards  and 
perquisites  that  will  be  associated  with  doing 
their  future  but  unknown  work. 


WORK  VS.  CAREER 

It  should  be  clear  that  not  all  who  work 
are  following  careers.22  Indeed,  there  is  an 
increasing  tendency  in  the  development  of 
factory  and  office  work  to  destroy  traditional 
career  patterns  without  substituting  alterna¬ 
tive  careers.  This  is  part  of  what  is  meant  by 


Are  these  women  just  working,  or  pursuing  a  career? 
If  the  girl  is  "in  line"  for  the  job  of  the  woman,  and 
the  two  jobs  actually  represent  connected  stages  in 
the  development  of  a  work  history,  then  this  repre¬ 
sents  a  career. 


job  dilution,  and  breaking  down  skills.  It 
may  be  also  one  of  the  significant  roots  of 
disinterest  in  work,  or  in  the  company  in 
which  work  is  performed. 

The  careerless  character  of  much  industrial 
and  clerical  work  may  necessitate  the  devel¬ 
opment  of  functional  equivalents  of  careers 
in  order  to  make  such  work  attractive.  This 
is  particularly  true  if  the  objectives  of  making 
work  attractive  are  to  support  interest  and  to 
have  a  strong  sense  of  identification  with  the 
employing  organization.  If  neither  of  these 
objectives  is  important,  then  there  need  be 
little  management  concern  with  the  lack  of 
career  characteristics  in  industrial  or  clerical 
work. 

A  career  is  not  a  place  of  employment,  it 
is  an  occupation.  An  individual  called  an 
assembler  can  properly  carry  out  his  duties 
even  though  facing  annual  changes  in  the  prod¬ 
uct  assembled,  in  the  material  worked  on,  and 
in  the  tasks  performed.  The  assembler  may  be 
a  different  worker  in  the  task  he  does  from 
month  to  month,  or  year  to  year.  The  only 
career  characteristic  his  work  retains  is  con¬ 
tinuing  employment  by  the  same  firm  at  ap¬ 
proximately  the  same  wages.  However,  con¬ 
tinuity  of  employment  in  the  same  firm  is  not 
the  same  as  the  pursuit  of  a  career.  One’s 
career  is  not  the  XYZ  Company;  it  is  a  clearly 
defined  occupation,  having  distinctive  features 
of  its  own. 

All  job  careers  are  pursued  at  some  kind 
of  work,  but  not  all  work  can  be  considered 
careers.23  Furthermore,  many  careers  are  un¬ 
dergoing  constant  modification.  Those  who 
enter  a  career  in  the  early  stages  of  their  life 
may  end  up  doing  quite  different  things  when 
they  finally  retire  from  work. 

CAREER  AS  A  SYSTEM  OF 
ORGANIZED  INCENTIVES 

A  career  is  a  system  of  organized  incentives. 
By  this  we  simply  mean  that  the  stages  of  a 
career,  the  unfolding  and  future  aspects  of 
a  career,  stand  as  guides  and  goals  for  the 
person  following  it.24  The  career,  when  it  is 
recognized  as  such,  is  important  in  setting 
forth  lifetime  goals  in  the  work  world.  The 
individual  knows  where  he  begins  work,  and 
the  kind  of  work  that  is  expected  of  him.  He 
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knows  into  what  kinds  of  work  he  is  likely  to 
graduate,  and  the  rewards  it  will  bring.  He 
knows  just  as  importantly  where  he  ends  up, 
what  his  terminal  position  will  be.25 

From  the  relative  certainty  that  the  knowl¬ 
edge  of  a  career  provides,  the  individual  is 
afforded  an  opportunity  to  develop  bench 
marks  for  laying  out  the  pattern  of  his  non¬ 
work  life.  A  person  can  anticipate  his  relative 
earnings,  and  his  status  in  the  community. 
From  this  he  can  determine  a  style  of  life 
appropriate  to  his  anticipated  income  and 
status.26  Whether  the  individual  views  his 
work  as  a  source  of  direct  satisfaction,  or 
simply  as  a  source  of  income  for  living  in  the 
community,  entering  into  a  career  provides 
himself  a  way  of  ordering  his  future  life  and 
giving  it  direction. 

A  career  provides  a  degree  of  predictability 
about  an  individual’s  future.  The  more  nearly 
work  is  a  career,  the  more  definitely  can  the 
individual  predict  where  he  will  be  in  the 
distant  future.27  Predictability  about  the  future 
is  one  of  the  important  elements  that  give 
stability  to  a  sociey.  It  is  also  one  of  the  im¬ 
portant  elements  that  give  stability  to  an  indi¬ 
vidual’s  life  history.  It  does  so  by  defining  the 
full  extent  of  work  expectations,  and  also  by 
defining  the  limits  beyond  which  these  expec¬ 
tations  cannot  go.28 

The  great  emphasis  on  unlimited  promotion 
that  is  given  lip  service  by  many  American 
industrial  managers  may  be  destructive  of 
stability  and  security  among  the  personnel. 
One  of  the  effects  of  the  myth  of  unlimited 
mobility  is  to  blur  the  lines  between  careers. 
It  also  gives  the  impression  that  every  career, 
however  lowly,  has  an  unlimited  ceiling.  This 
is  manifest  nonsense  in  many  instances,  and 
highly  improbable  in  most  instances.  It  is 
unstabilizing  for  the  personnel  of  an  organi¬ 
zation  to  operate  with  the  appearance  of 
indeterminancy  about  the  terminal  point  of 
their  chosen  careers.  Rather  than  provide 
incentive  the  myth  of  unlimited  mobility  may 
create  uncertainty.  People  whose  careers  are 
clearly  incapable  of  terminating  in  top  po¬ 
sitions  may  fail  to  perceive  this  obvious  fact, 
because  of  the  myth  of  unlimited  promotional 
opportunities.29 

Established  career  patterns  develop  pa¬ 
tience  and  tolerance  in  those  pursuing  the 


career.  Every  career  tends  to  have  a  beginning, 
developmental  stages,  and  a  terminal  point. 
Part  of  entering  a  career  is  the  clear  recog¬ 
nition  of  its  evolutionary  stages.  The  total 
career  pattern  defines,  for  each  individual 
pursuing  it,  where  he  ought  to  be  in  relation 
to  the  time  in  his  life  that  he  entered  the 
career.  However  impatient  the  individual 
may  be,  he  tends  to  find  greatest  ease  in  pur¬ 
suing  his  career  by  following  in  the  traditional 
evolutionary  stages.  Hall  has  pointed  out  in 
the  medical  career,  for  example,  that  the 
practice  of  a  specialty  has  in  the  past  been 
one  of  the  rewards  of  age  and  length  of  previ¬ 
ous  medical  practice.30  This,  of  course,  is 
an  implicit  and  not  an  explicit  feature  of  the 
medical  career.  Nevertheless,  the  young  doc¬ 
tor,  impatient  to  pursue  a  specialty,  in  the 
recent  past,  at  least,  found  himself  faced  with 
rather  subtle,  and  sometimes  not  so  subtle 
pressures,  to  conform  to  the  career  expecta¬ 
tions  of  the  medical  profession.  The  military 
officer  who  graduates  from  a  Federal  military 
academy  similarly  has  to  pass  through  the 
appropriate  ranks  at  about  the  appropriate 
speed  as  his  career  unfolds.  He  may  evoke 
considerable  jealously  and  often  subtle  opposi¬ 
tion  from  his  fellows  if  his  career  appears  to 
be  progressing  too  rapidly. 

In  the  factory  and  the  office  there  may  be 
certain  rights  granted  to  the  older  members  in 
careers  which  may  be  coveted  secretly  by 
younger  individuals,  but  which  can  seldom 
be  openly  sought.  The  opportunity  to  choose 
the  newest  machine  to  operate  may  be  af¬ 
forded  to  the  senior  man  in  a  job  career.  The 
least  physically  demanding  tasks  may  become 
the  prerogative  of  senior  members  who  are  in 
the  declining  years.  There  may  even  be  re¬ 
tained  obsolescent  tasks  for  the  people  who  are 
at  the  end  of  a  career  in  order  that  they  may 
finish  out  their  career  with  honor  and  distinc¬ 
tion.  These  all  grow  up  as  expected  rights  and 
rewards  of  those  who  follow  a  career.  They 
are  seldom  violated,  either  by  the  younger 
members  or  by  the  organization  in  which  the 
career  is  pursued. 

A  career  may  be  viewed  as  a  channel  along 
which  one’s  work  life  unfolds.  The  channel  has 
clearly  defined  boundaries  to  it,  and  moves 
in  a  prescribed  direction.  Furthermore,  there 
are  established  stages  along  this  channel, 
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achieved  at  approximately  the  same  time  by 
all  those  pursuing  the  career.  Finally,  the 
career  usually  has  an  established  terminal 
point,  and  a  definite  set  of  rights  and  expecta¬ 


tions  that  are  associated  with  each  of  its 
stages.  Typically,  these  rights  and  expectations 
increase  in  value  as  the  later  stages  of  the 
career  are  reached. 


CAREERS  IN  WORK  ORGANIZATIONS 


Careers  in  work  organizations  function  to 
the  advantage  of  the  organization  in  a  number 
of  different  ways.  In  this  section  we  want  to 
examine  some  of  the  relations  between  careers 
and  organizations. 

CAREERS  AND  SPECIALIZATION 

We  have  noted  before  that  specialization  of 
tasks  is  a  fundamental  characteristic  of  organ¬ 
izations.31  These  specializations  are  usually 
pursued  in  separate  departments  of  the  or¬ 
ganization,  and  are  usually  performed  as  tasks 
having  distinctive  job  titles.  Means  have  to  be 
developed  in  the  organization  to  keep  indi¬ 
viduals  within  the  confines  of  their  special 
jobs.  The  career  is  one  important  device  that 
satisfies  this  requirement  of  the  work  organi¬ 
zation. 

When  a  task  takes  on  characteristics  of  a 
career  it  becomes  distinctive  and  is  differen¬ 
tiated  from  all  other  tasks.  The  individual 
performing  the  job  sees  himself  as  associated 
with  other  kinds  of  work  through  a  broad 
division  of  labor,  but  differentiated  from  every 
other  kind  of  task  as  a  consequence  of  special¬ 
ization.  Such  incentives  as  operate,  operate 
only  in  the  special  area  with  respect  to  the 
special  job.  There  may  be  other  kinds  of  jobs 
with  different  incentives.  In  a  sense,  therefore, 
the  career  serves  to  define  the  goals  towards 
which  the  individual  works.  These  goals  are 
typically  unique  and  special  to  his  chosen 
career.  Indeed,  it  might  be  argued  that  the 
organization,  for  the  individual  who  is  pur¬ 
suing  a  career  in  it,  becomes  ultimately  the 
provider  of  opportunity  to  fulfill  the  career. 
The  individual’s  attachment  to  the  organiza¬ 
tion  is  through  his  career. 

CAREERS  AND  TRAINED  INCAPACITY 

The  specialized  tasks  that  are  a  career 
in  an  organization  must  exclude  many  other 


tasks  performed  elsewhere  in  the  organization. 
The  particular  tasks  in  a  career  become 
clearly  defined,  and  the  limits  of  its  activi¬ 
ties  are  established.  Any  individual  who  is  in 
a  stage  of  a  career  tends  automatically  to  be 
absolved  from  the  need  for  doing  work  clearly 
outside  the  career  boundaries. 

A  career  provides  for  the  individual  the 
justification  for  not  being  fully  competent,  or 
not  being  capable  of  doing  tasks  that  fall  out¬ 
side  of  the  career  pattern.  This  is  a  way  of  sug¬ 
gesting  that  the  specialist’s  trained  incapac¬ 
ity32  is  sustained  by  his  concept  of  his  career 
and  its  limits  as  a  set  of  working  tasks.33  The 
specialist  who  can  see  his  work  as  a  career 
is  fully  justified  in  being  indifferent  to  opera¬ 
tions  and  tasks  performed  around  him. 

CAREERS  AND  LIMITED  AMBITION 

Individual  career  lines  in  the  organization 
establish  the  range  of  limited  ambitions  that 
people  may  pursue.  It  becomes  respectable  to 
have  modest  expectations  about  one’s  terminal 
position  if  that  terminal  position  is  the  last 
stage  of  a  career.  It  is  perfectly  respectable 
for  an  individual  not  to  aspire  to  the  top 
positions  of  a  company,  or  organization,  if 
he  can  see  that  his  own  work  has  its  special 
goal  and  special  terminal  position.  By  way  of 
example,  the  enlisted  man  achieves  real  re¬ 
spectability  if  he  retires  in  the  rank  of  Master 
Sergeant  or  Chief  Petty  Officer.  He  is  not 
condemned  by  either  service  men  or  civilians 
for  lack  of  ambition.  He  has  reached  a  ter¬ 
minal  point  in  a  career  and  this  is  respectable, 
however  lowly  this  terminal  point  may  be  in 
the  general  scale  of  social  status.  Similarly 
it  is  perfectly  respectable  for  a  company-grade 
officer  to  retire  in  the  rank  of  Captain,  or  a 
field-grade  officer  to  retire  in  the  rank  of 
Colonel. 

Every  organization  needs  those  people  who 
fill  the  lowly  jobs  faithfully  and  continuously 
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throughout  their  working  life.  The  extent  to 
which  the  lowly  jobs  of  an  organization  can 
be  developed  into  careers  determines  the 
ability  of  individuals  to  derive  genuine  satis¬ 
faction  out  of  filling  them.  When  janitor’s 
work  becomes  a  career  rather  than  a  job,  the 
janitor  can  retire  after  fifty-two  years  of  serv¬ 
ice  with  a  great  feeling  of  satisfaction  that  he 
has  performed  well  a  necessary  function  in  the 
organization. 

The  elaboration  of  careers  in  organizations 
establishes  the  bases  on  which  the  “thank 
God  for”  people  build  a  significant  working 
life  history  in  lowly  jobs.34  Such  people  are 
the  individuals  filling  the  largest  number  of 
jobs  in  every  work  organization,  commonly 
referred  to  as  production  jobs,  and  whose  in¬ 
cumbents  are  designated  as  the  rank-and-file. 

It  has  often  been  suggested  that  dirty  or 
low  grade  work,  or  work  that  is  generally 
valued  poorly  in  the  status  systems  of  a  soci¬ 
ety,  may  often  require  special  rewards  in  order 
to  induce  people  to  hold  such  jobs.  Alter¬ 
natively  it  is  suggested  that  the  personal 
failures  of  society  are  likely  to  be  found  per¬ 
forming  such  tasks.33 

Both  of  these  positions  ignore  the  reality  of 
making  careers  out  of  any  and  all  jobs,  regard¬ 
less  of  where  they  fall  within  the  status  systems 
of  the  community.  So  long  as  work  is  per¬ 
ceived  as  a  career,  it  can  be  pursued  with  dig¬ 
nity  and  devotion  by  those  who  find  their  sat¬ 
isfaction  in  it.  The  chimney  sweep  of  British 
tradition  not  only  wore  his  top  hat,  but  was 
often  rewarded  by  a  cup  of  tea  by  those  whose 


dirty  flues  he  swept.  He  was  clearly  a  man  with 
a  career.  There  was  an  almost  professional 
aura  surrounding  his  self-image  of  what  he  did 
and  where  he  fitted  into  a  scheme  of  things. 

A  number  of  personnel  procedures  in  in¬ 
dustry  have  been  inimical  to  the  develop¬ 
ment  of  careers.  One  of  the  most  common 
practices  is  the  broad  designation  of  relatively 
homogeneous  tasks  under  titles  like  “common 
labor,”  “machine  operator,”  “clerical  pool.” 
Put  in  its  most  ridiculous  form  we  might  ask, 
“Who  would  ever  pursue  a  career  as  a  com¬ 
mon  laborer?”  or  “Who  could  make  a  career 
of  being  a  clerical  pooler?” 

In  the  very  usage  that  is  implied  here,  the 
individual  loses  his  identity  by  being  lumped 
together  into  a  labor  pool  having  a  common 
designation  with  no  distinctive  characteristics. 
There  is  no  career  in  being  a  common  laborer, 
but  there  may  very  well  be  a  career  in  being 
a  ditch  digger.  The  tasks  performed  may  be 
identical,  but  the  identity  of  the  individuals  is 
clearly  defined  in  the  latter  case,  and  obviously 
lost  in  the  former  case. 

The  status  position  of  any  given  task  does 
not  determine  its  potentiality  for  being  a 
career.  The  personal  importance  of  a  career 
is  not  related  to  the  terminal  social  status  that 
the  career  affords.  Careers  are,  in  this  sense, 
independent  of  status.  However,  as  we  will 
note  in  our  discussion  of  upward  mobility  or 
promotions,  for  the  individual  within  given 
career  lines  there  are  clearly  defined  incre¬ 
ments  of  status  that  are  associated  with  stages 
of  the  career. 


PROMOTIONS  AS  A  FORM  OF  INDIVIDUAL  MOBILITY 


Promotions  represent  a  change  in  status 
within  the  organization.  Different  kinds  of 
promotions  represent  different  forms  of  mobil¬ 
ity  for  the  individual;  four  of  these  relate  to 
career  patterns. 


PROMOTIONS  WITHIN  A  CAREER 

Once  entered  on  a  career,  the  individual 
develops  appropriate  expectations  regarding 
his  own  advancement.  He  knows  that  after 
so  much  service,  or  a  certain  quality  of  task 


performance,  he  can  expect  to  move  forward 
to  the  next  career  stage.  These  expectations 
are  general  for  the  career.  The  career  expecta¬ 
tions  are  shared  by  all  those  pursuing  the 
career  and  are  a  matter  of  common  experience 
and  common  expectation  in  the  group. 

This  suggests  that  promotional  opportuni¬ 
ties  are  not  the  sole  proprietorship  of  man¬ 
agement.  Advancement  becomes  the  expec¬ 
tation  of  career  employees  as  incorporated  by 
management  into  appropriate  systems  of  in¬ 
centives.  Thus  there  may  be  periodic  increases 
in  salary  or  wages  associated  with  length  of 
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service  or  improvement  in  task  performance. 
There  may  be  changes  in  title,  or  other  added 
marks  of  status  awarded  by  management. 
Withholding  of  promotion  or  other  rewards 
for  progress  is  ordinarily  viewed  as  an  undue 
disturbance  of  career  patterns.  The  promo¬ 
tion  becomes  a  fixed  expectation,  to  be  ful¬ 
filled  by  management  except  where  cause  can 
be  shown  for  failure  to  promote. 

On  the  other  hand,  promotion  out  of  line 
of  normal  career  development,  more  rapidly 
than  the  general  career  expectations  associated 
with  a  job,  may  be  resented  as  interference 
with  the  career  pattern.  In  some  companies  it 
is  common  to  talk  about  “jet-jobs,”  which  is 
a  designation  of  individuals  moving  more 
rapidly  than  their  career  warrants.  There  is 
typically  a  resentment  against  both  the  indi¬ 
viduals  who  move  too  rapidly,  and  the  man¬ 
agement  that  violates  the  established  career 
expectations  in  promoting  “fair-haired  boys.” 

Promotions  within  a  career  pattern  are 
neither  freely  withheld  nor  freely  granted  by 
management.  Promotions  tend  to  conform  to 
the  expectations  of  those  who  pursue  the 
career.  The  career  provides  a  basic  solidarity 
among  those  pursuing  it.  This  is  typically  ex¬ 
pressed  through  insistence  that  progression 
within  career  lines  be  honored  more  or  less 
rigidly  by  management. 

PROMOTION  BETWEEN  CAREERS 

One  of  the  most  interesting  and  yet  most 
difficult  transitions  to  make  in  an  organiza¬ 
tion  is  to  move  from  one  career  line  into 
another.  This  entails  a  number  of  obvious 
adjustments. 

In  the  first  place,  the  individual  who  moves 
from  the  top  of  one  career  pattern  into  the 
bottom  of  a  higher  career  pattern  may  be  shift¬ 
ing  his  vantage  point  from  one  of  achieved 
success  to  one  of  uncertain  prospects.  The 
top  of  a  career  pattern  is  an  assured  position. 
The  bottom  of  another  career  line,  even 
though  it  may  culminate  at  a  higher  level, 
may  represent  a  position  of  great  insecurity  to 
the  individual.36  He  has  a  whole  new  ladder 
to  climb  with  his  foot  resting  only  on  its  bot¬ 
tom-most  rung.  It  is  not  uncommon  in  many 
organizations  for  individuals  to  hestitate  to 


accept  a  promotion  that  represents  moving 
from  one  career  into  another.  This  hesitancy 
is  the  consequence  of  the  relative  insecurity 
that  is  associated  with  a  new  start. 

A  second  kind  of  adjustment  must  be  made 
when  the  new  career  represents  a  changed 
style  of  life,  and  level  of  living.  The  individual 
has  to  adjust  to  a  whole  new  pattern  of  life. 
When  given  the  opportunity  to  move  into  an 
entirely  new  and  higher  career  line  there  may 
be  serious  readjustment  in  life  patterns  outside 
the  job  in  order  to  bring  general  behavior 
into  accord  with  different  expectations  of  the 
new  career  line.  This  may  require  important 
adjustment  which  the  individual  has  to  choose 
either  to  make,  or  attempt  to  ignore. 

An  individual  is,  when  at  the  apex  of  one 
career,  absolved  from  the  general  social 
pressures  of  moving  ahead.  He  has  gained  his 
objective  and  is  no  longer  motivated  towards 
upward  mobility  as  he  was  during  the  lower 
stages  of  his  established  career.  However, 
when  forced  into  a  new  and  higher  career 
pattern  he  has  to  reactivate  all  his  drive 
toward  upward  mobility,  and  reassemble  his 
resources  to  climb  toward  the  pinnacle  dic¬ 
tated  by  his  new  career.  The  habit  of  upward 
mobility  may  have  been  lost  by  this  time; 
or  interest  in  moving  upward  may  have  dim¬ 
inished.  Consequently,  the  individual  who 
moves  from  a  lower  to  a  higher  career  line 
may  face  the  additional  disadvantage  of 
having  lost  some  of  his  earlier  drive  when 
climbing  the  new  promotional  ladder.37 

PROMOTIONS  AND  PARALLELING  CAREERS 

It  is  obvious  that  not  all  careers  terminate 
at  the  same  level.  There  can  be  paralleling 
careers  overlapping  for  a  major  portion  of 
their  length,  but  with  one  extending  to  a  higher 
terminal  rank.  Sometimes  promotions  are 
offered  to  individuals  to  move  from  one  career 
into  a  paralleling  one  that  has  a  higher  ceiling. 
Such  promotions  provide  relatively  few  prob¬ 
lems  of  adjustment  for  the  individual,  provid¬ 
ing  the  careers  are  truly  parallel  in  character. 
In  parallel  careers,  the  tasks  are  largely  simi¬ 
lar,  or  require  relatively  easy  adaptation  from 
the  old  tasks  to  the  new. 

Sometimes  moves  between  parallel  career 


The  young  engineer  may  often  start  with  a  com¬ 
pany  doing  field  work,  like  the  men  surveying.  At 
the  much  higher  reaches  of  the  engineering  pro¬ 
fession  is  the  research  engineer  like  the  member 
of  an  industrial  research  group  shown  consulting 
with  a  research  chemist.  If  the  young  engineer 
aspires  to  the  research  position,  and  makes  it, 
his  promotion  will  be  between  paralleling  careers. 
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patterns  simply*  involve  transfer  from  a  branch 
department  into  the  central  office,  for  example. 
Here  the  paralleling  careers  have  almost  iden¬ 
tical  features  but  the  height  at  which  the 
career  can  culminate  in  the  central  office  may 
be  greater  than  in  the  branch  office.  In  other 
instances,  like  the  move  from  a  staff  to  a  line 
position,  an  individual  may  continue  to  per¬ 
form  his  accustomed  duties,  but  do  so  in  a 
career  pattern  that  affords  him  greater  oppor¬ 
tunity  for  moving  upward  in  the  organization. 
Very  many  of  the  promotions  available  in 
work  organizations  consist  of  moving  from 
one  career  into  a  paralleling  one. 

PROMOTION  FROM  WORK  INTO  A  CAREER 

The  simplest  kind  of  promotion,  and  the 
most  common  in  work  organizations,  is  pro- 

TRANSFERS  AS  A  FORM  O 

We  can  see  transfers  as  involving  a  number 
of  distinct  moves  of  individuals  within  the  or¬ 
ganization.  We  can  examine  these  transfers  as 
they  relate  to  moves  between  different  kinds 
of  career  patterns. 


TRANSFERS  INTO  PARALLEL  CAREERS 

It  has  been  suggested  above  that  transfers 
moving  from  one  career  pattern  into  a  parallel¬ 
ing  one  can  be  viewed  as  a  promotion.  At  the 
same  time,  it  is  evident  that  where  the  move 
is  made  at  the  same  level,  with  no  change  in 
status,  rewards,  or  pay,  we  can  call  the  move 
a  transfer  rather  than  a  promotion.  The  trans¬ 
fer  serves  to  move  the  individual  horizontally 
in  the  organization  into  the  new  career  pattern. 

The  net  effect  of  transfer  is  to  increase  the 
probability  that  the  individual  will  end  higher 
in  the  organization  by  virtue  of  the  higher 
ceiling  that  the  new  career  pattern  affords.  On 
the  other  hand,  the  transfer  may  not  even  pro¬ 
vide  this.  It  may  simply  provide  an  opportun¬ 
ity  to  do  a  different  kind  of  work,  or  do  it 
in  a  different  place.  There  may  be  no  effective 
change  in  the  unfolding  career  that  the  indi¬ 


motion  from  work  into  a  career.38  This  takes 
place  when  the  individual  is  removed  from  a 
general  classification,  or  designation,  and  put 
into  an  occupational  career.  Very  often  there 
is  a  clearly  designated  period  of  probation,  or 
temporary  employment,  during  which  the  indi¬ 
vidual  is  tested  for  his  capacity  to  fulfill  the 
career. 

There  may  be  formal  training  programs,  in¬ 
cluding  executive  training  programs,  in  which 
new  members  of  the  organization  are  placed. 
They  undergo  a  trial  period  during  which  they 
get  the  “feel”  of  the  organization  in  perform¬ 
ing  minor  and  largely  non-essential  tasks. 
Having,  hoyvever,  passed  the  trial  period  suc¬ 
cessfully,  they  are  formally  introduced  into 
careers,  at  the  lowest  rungs,  from  which  they 
can  move  upward  as  the  career  affords  the 
opportunity.39 
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vidual  will  pursue.  Thus,  transfers  between 
parallel  careers  (as  distinct  from  promotions 
between  parallel  careers)  are  a  way  of  ac¬ 
commodating  the  individual  and  his  particular 
skills  to  the  requirements  of  the  organization. 

TRANSFERS  FROM  OBSOLETE  CAREERS 

One  of  the  perennial  problems  of  organiza¬ 
tions  is  the  obsolescence  of  careers.  Tech¬ 
nological  changes  are  the  major  influences 
destroying  or  changing  careers.  In  general, 
companies  pursue  a  policy  of  “taking  care  of” 
people  whose  skills  are  no  longer  required. 
This  may  involve  the  transfer  of  individuals 
whose  careers  are  still  in  mid-stream,  or  those 
who  have  reached  the  apex  of  their  career, 
into  new  lines  of  work. 

Transfers  from  obsolete  careers  may  entail 
a  number  of  difficulties,  for  those  already  es¬ 
tablished  in  the  new  career  lines  as  well  as 
those  who  are  transferred.  There  may  be 
antagonism  against  the  invaders  because  they 
have  not  themselves  undergone  the  early 
stages  of  the  career  pattern  into  which  they 
are  transferred.  The  newcomers  may  be  uncer¬ 
tain  of  their  capacity  to  fill  the  new  jobs  by 
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virtue  of  their  lack  of  experience  in  the  career. 

In  general,  the  overriding  desire  to  “look 
after”  the  displaced  people  may  take  preced¬ 
ence  over  all  other  considerations.  A  kind  of 
humanitarian  consensus  will  prevail  that  makes 

SEPARATIONS  AS  A  FORM 

The  unfolding  work  career  is  often  inti¬ 
mately  associated  with  the  organization  in 
which  it  is  pursued.  This  is  particularly  true 
where  the  job  is  distinctive  and  the  tasks  are 
unique  to  that  particular  organization.  Con¬ 
sequently,  when  a  job  is  lost,  or  the  individual 
is  separated  from  his  employment,  he  is  not 
simply  losing  his  job  or  his  income.  He  may 
see  his  whole  career  cut  off  in  mid-stream.  He 
may  see  his  career  expectations  destroyed  in 
not  having  an  opportunity  to  pursue  it  else¬ 
where,  since  it  was  unique  to  his  former  organ¬ 
ization. 

There  may  be  very  subtle  dimensions  to 
career  uniqueness.  A  president’s  confidential 
secretary  who  is  discharged  on  the  retirement 
or  dismissal  of  her  boss,  may  be  uniquely 
suited  to  fill  only  the  job  of  secretary  to  that 
particular  president.  Although  her  secretarial 
skills  may  be  general,  little  of  her  special 
knowledge  is  transferrable  to  some  other 
president  in  some  other  company.  Conse¬ 
quently,  on  being  fired,  the  secretary  may  find 
herself  severely  down-graded  in  her  career. 
The  termination  of  employment  for  one  who 
is  engaged  in  a  career  may  have  degrading 
consequences  to  the  extent  that  the  career  is 
unique  to  an  employer  or  company. 

When,  separation  from  work  is  temporary, 
as  when  there  is  a  cut  in  production,  most 
careers  are  not  interrupted.  Accordingly  the 
individual  may  accept  temporary  unemploy¬ 
ment  with  relatively  little  antagonism.  He  is 
likely  to  view  it  essentially  as  a  loss  of  in¬ 
come  and  not  as  a  loss  of  career.  There  is 
the  full  expectation  that  this  temporary  layoff 
will  at  most  delay  the  unfolding  of  the  career, 
and  certainly  will  not  interrupt  it.40 

In  Table  15.3  we  have  evidence  regarding 
the  causes  of  separation  from  employment. 
These  data  deal  with  an  actual  change  in  em- 


the  transfer  acceptable  to  all  concerned.  How¬ 
ever,  such  transfers  may  not  always  meet  the 
test  of  efficiency  of  performance,  and  only 
humanitarian  grounds  render  them  acceptable 
to  management. 
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ployer.  When  a  worker  leaves  one  employer 
for  another,  approximately  a  third  of  the  time 
this  is  because  of  business  conditions  affecting 
the  employer,  such  as  failure,  plant  shutdown, 
plant  removal,  or  slackening  of  business. 
Caught  up  among  this  third  of  the  workers 
v/ho  change  employers  are  undoubtdedly  a 
large  number  who  suffer  some  career  disloca¬ 
tion  through  no  fault  of  their  own.  They  are 
thrown  out  on  the  job  market  because  of  a 
drop  in  their  employer’s  business. 

The  two-thirds  of  the  workers  who  change 
employers  for  reasons  other  than  layoffs,  as 
revealed  in  Table  15.3,  include  those  who  quit 
to  get  ahead,  those  fired  for  incompetence  or 
other  causes,  and  those  who  quit  for  reasons 
not  related  to  work.  This  group,  then,  in¬ 
cludes  people  who  are  judged  not  to  be  com¬ 
petent  in  their  chosen  careers  or  jobs,  those 
who  think  they  can  move  ahead  faster  with 
another  employer,  and  those  who  are  more  or 
less  indifferent  to  their  work.  The  “strivers,” 
the  “resters,”  and  the  “skidders”  are  all  part 
of  this  group.41 

The  Six  City  Study  tells  us  that  one-third 
of  the  time  people  change  employers  because 
of  economic  conditions  having  nothing  to  do 
with  their  work  performance  or  work  prefer¬ 
ences.  The  other  two-thirds  of  the  job  changes 
are  made  because  of  reasons  having  to  do 
with  actual  work  performance  and  occupa¬ 
tional  expectations,  or  because  non-job  fac¬ 
tors  dictate  the  change.  The  major  inference 
we  can  draw  from  these  data  is  that  two  times 
out  of  every  three,  voluntary  action  by  either 
the  employer  or  the  employee  will  lead  to  a 
shift  in  employment  from  one  firm  to  another. 
This  highlights  the  magnitude  of  the  personnel 
problem  involved  for  the  average  business 
firm  resulting  from  separations  and  consequent 
turnover  of  employees. 
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AMBITIONS,  CAREERS,  AND  WORK  ORGANIZATIONS 


The  majority  of  Americans  want  to  get 
ahead  in  their  work.  This  leads  to  a  vast 
amount  of  job  shifting.  Somewhere  between 
a  half  and  three-quarters  of  the  voluntary  job 
changes  are  made  in  expectation  of  advance¬ 
ment. 

The  occupational  ladder,  however,  can  be 
climbed  in  both  directions.  Some  people  ac¬ 
tually  go  downward  during  their  working  life¬ 
time.  We  have  examined  the  extent  of  this 
back-sliding  and  discovered  it  to  be  of  con¬ 
siderable  magnitude,  happening  to  one  worker 
out  of  four. 
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of  the  high  school  graduates  in  Rochester,  New 
York  felt  that  their  schooling  provided  only  gen- 


288 


GETTING  WORK  DONE 


NOTES  FOR  CHAPTER  15  (CONT.) 


eral  preparation  for  work,  and  a  sixth  said  that  it 
was  no  help  at  all.  See:  H.  C.  Seymour  and  C.  E. 
Tremer,  We  Left  School  a  Year  Ago  (Rochester: 
Rochester,  New  York  Public  Schools,  1941). 

30  Oswald  Hall,  “The  Stages  of  a  Medical  Career,” 
American  Journal  of  Sociology,  53:327-336  (March, 
1948). 

31  See  Chapter  5  for  the  general  statement,  and 
Chapter  10  for  the  analysis  of  specialization  in  terms 
of  its  technological  roots.  In  this  same  connection 
see  Helen  Wood,  “Trends  in  the  Specialization  of 
Occupational  Requirements,”  in  William  Haber,  et  al 
(eds.),  Manpower  in  the  United  States:  Problems 
and  Policies  (New  York:  Harper  &  Brothers,  1954), 
pp.  103-116. 

32  “Trained  incapacity”  is  a  phrase  originated  by 
Thorstein  Veblen.  For  two  very  insightful  discus¬ 
sions  of  it  see:  H.  J.  Laski,  “The  Limitations  of  the 
Expert,”  Harper’s  Magazine,  162:102-106  (Decem¬ 
ber,  1930);  and  R.  K.  Merton,  “Bureaucratic  Struc¬ 
ture  and  Personality,”  Social  Forces,  18:560-568 
(May,  1940). 

33  There  is  always  the  dilemma  in  personnel  selec¬ 
tion  between  hiring  a  job  applicant  to  fit  his  first 
job,  and  hiring  him  to  fit  higher  level  jobs  into 
which  he  might  later  move.  This  is  one  basis  on 
which  Professor  Haire  suggests  caution  in  uncritical 
use  of  tests  in  employee  selection:  Mason  Haire, 
“Use  of  Tests  in  Employee  Selection,”  Harvard  Busi¬ 
ness  Review,  28:42-51  (January,  1950).  The  more 
traditional  position  of  fitting  the  job  applicant  to  a 
particular  job  opening  is  set  forth  in  Donald  Super, 
Appraising  Vocational  Fitness  (New  York:  Harper 
&  Brothers,  1949).  Where  selection  is  for  the  initial 
stags  of  a  career,  the  fit  of  man  to  current  job  se¬ 
cures  emphasis.  Where  growth  potential  is  sought, 
then  personality  traits  that  permit  an  individual  to 
break  out  of  the  confines  of  career  restrictions  should 
perhaps  be  emphasized  in  making  the  selection. 

34  E.  C.  Hughes  used  the  phrase  “  ‘thank  God  for’ 
people”  in  describing  “the  unambitious  people  who 
can  be  counted  on  to  stay  where  they  are,  and  who 
keep  things  running  while  others  are  busy  climbing 
the  mobility  ladder  from  one  job  to  another.”  E.  C. 
Hughes,  “Queries  Concerning  Industry  and  Society 
Growing  Out  of  a  Study  of  Ethnic  Relations  in 
Industry,”  American  Sociological  Review,  14:218 
(April,  1949). 

35  Cf.  C.  A.  Meyers  and  G.  P.  Schultz,  Dynamics 
of  a  Labor  Market  (Englewood  Cliffs,  N.  J.:  Pren¬ 
tice-Hall,  Inc.,  1951). 

36  The  insecurity  involved  in  career  shifts  even 
when  they  result  from  promotions  out  of  one  career 
into  another  is  discussed  in  Walter  Weisskopf,  “In¬ 


dustrial  Institutions  and  Personality  Structure,” 
Journal  of  Social  Issues,  7:1-6  (1951). 

37  Cf.  Chris  Argyris,  “Top  Management  Dilemma: 
Company  Needs  vs.  Individual  Development,”  Per¬ 
sonnel,  32:123-134  (September,  1955). 

38  “The  American  Factory  Worker,”  Fortune, 
35 : 5ff  (May,  1947),  contains  a  discussion  of  worker 
reaction  to  promotion  opportunities  that  sheds  light 
on  the  promotion  from  work  to  a  career. 

39  A  study  designed  specifically  to  test  the  ease 
with  which  opportunities  for  promotion  were  afford¬ 
ed  workers  as  over  against  college-trained  people 
does  not  indicate  a  marked  advantage  for  the  latter, 
unless  the  modernity  of  the  production  methods  was 
taken  into  account.  Among  the  four  production  units 
studied,  those  with  more  modern  production  meth¬ 
ods  showed  a  lower  mobility  rate  for  workers  than 
for  college-trained  people.  R.  C.  Stone,  “Factory 
Organization  and  Vertical  Mobility,”  American 
Sociological  Review,  18:28-35  (February,  1953). 

40  A  series  of  papers  dealing  with  labor  turnover 
in  an  English  factory  relate  job  shifting  to  the  vari¬ 
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These  two  men  constitute  an  organized  team  hav¬ 
ing  specific  tasks  to  perform  in  making  the  compli¬ 
cated  cable  wire  connections.  Their  constant  and 
literal  face-to-face  association  while  working 
makes  it  highly  probable  that  they  will  also  consti¬ 
tute  a  voluntary  social  group.  This  dual  basis  of 
association  between  the  men  can  have  important 
consequences  for  the  amount  and  quality  of  work 
they  do. 


Chapter 


WORK  GROUPS  AND  WORK 


M  any  if  not  most  of  the  tasks  of  work 
organizations  are  accomplished  in  working 
groups.  We  have  already  seen,  in  Chapter  6, 
that  organized  work  groups  are  the  team,  the 
task  group,  and  the  technological  group.  Each 
organized  work  group  has  a  different  relation¬ 
ship  to  the  technology  of  its  operations,  and 
there  is  further  variation  in  the  types  of  social 
interaction  taking  place  in  each  kind  of  or¬ 
ganized  work  group. 

We  also  examined  in  Chapter  6  the  volun¬ 
tary  social  groups  in  work  organizations.  We 
discovered  these  voluntary  social  groups  to 
be  the  pair,  the  triad,  the  primary  association, 
and  the  clique.  Voluntary  social  groups  are 
distinguished  from  the  organized  social  groups 


in  work  organizations.  Voluntary  groups  gain 
and  hold  their  membership  through  the  opera¬ 
tion  of  some  free  choice  on  the  part  of  their 
participants.  Members  of  organized  groups 
are  thrown  together  through  the  interdepend¬ 
ence  of  their  working  tasks.  Little  or  no 
choice  is  left  to  the  members  of  organized 
groups  as  to  who  shall  join  them,  or  remain 
members. 

It  is  our  purpose  in  this  chapter  to  consider 
the  concrete  relationships  between  work 
groups  and  getting  work  done.  Specifically,  we 
are  concerned  with  (A)  the  functions  of  group 
life  at  work,  and  (B)  the  relationships  among 
the  different  kinds  of  social  groups  in  work 
organizations. 
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FUNCTIONS  OF  GROUP  LIFE 


It  should  be  clear  by  now  that  all  save  those 
who  work  in  isolation  are  members  of  some 
kind  of  organized  work  group.  It  should  also 
be  clear  that  all  workers,  except  those  whose 
personality  traits  isolate  them,  typically  find 
some  kind  of  voluntary  group  life  in  which  to 
participate  at  their  place  of  work.  Organized 
working  groups  are  a  part  of  the  functional 
division  of  labor.  Voluntary  social  groups  at 
work  are  a  part  of  the  sociological  character 
of  human  interaction.  Most  working  members 
of  an  organization  have  a  place  in  an  organ¬ 
ized  work  group,  and  the  opportunity  to  enter 
into  one  or  several  voluntary  social  groups. 

We  now  turn  to  a  consideration  of  the  func¬ 
tion  of  the  organized  and  voluntary  groups  in 
work  organizations.  What  significance  does 


the  “groupness”  of  work  have  for  getting 
work  done,  and  for  the  people  who  do  the 
work?  This  is  the  fundamental  question  for 
which  we  seek  answers  in  examining  the 
functions  of  group  life.1 

We  will  place  particular  emphasis  on  the 
following  functions  of  the  social  groups  of 
work:  (A)  as  the  operating  units  within  which 
the  broad  plans  of  the  work  organization  are 
interpreted  as  specific  operating  procedures 
for  getting  work  done;  (B)  as  the  environment 
that  stimulates  and  supports  personal  inven¬ 
tion  and  innovation;  (C)  as  the  carriers  of 
standards  of  conduct;  (D)  as  the  realm  in 
which  personality  integrity  is  confirmed  and 
maintained;  and  finally  (E)  as  the  social  units 
within  which  morale  is  built  and  sustained. 


CASUAL  ASSOCIATIONS 


It  is  necessary  to  distinguish  casual  associa¬ 
tions  from  the  permanent  group  life  of  work 
organizations.  Casual  associations  are  super¬ 
ficial  interactions  between  people.  Casual  as¬ 
sociations  occur  when  people  interacting  know 
each  other  in  the  simple  sense  that  they  can 
place  each  other;  they  are  the  kind  we  mean 
when  we  talk  about  a  “nodding  acquaintance.” 

Casual  associations  are  always  superficial 
in  their  content.  They  are  also  usually  dis¬ 
continuous,  or  if  continuous,  formal  in  char¬ 
acter.  The  general  characteristic  of  casual 
interaction  is  summed  up  by  the  fact  that  the 
words  and  gestures  exchanged  serve  to  ac¬ 
knowledge  the  presence  of  the  other.  To  say 
“Hello,”  or  to  comment  on  the  weather  or 
other  neutral  topic,  lets  the  other  person 
know  that  you  are  aware  of  his  presence,  and 
that  you  are  neither  hostile  nor  indifferent 
towards  him. 

Casual  associations  are  the  realm  in  which 
people  recognize  each  other  as  specific  human 
beings,  and  signal  this  recognition  by  “passing 
the  time  of  the  day”  with  each  other.  In  the 
most  general  sense,  casual  relations  relieve 
the  deadly  serious  business  of  people  inter¬ 
acting  with  each  other  as  occupants  of  jobs, 
positions,  and  offices.  Casual  associations  per¬ 


mit  them  to  behave  like  “just  folks”  towards 
each  other  too.2 

Casual  associations  can  serve  a  ceremonial 
democratic  function  in  the  authority  structure. 
Through  casual  relations  an  authority  holder 
can  set  aside  his  position  of  authority  without 
damaging  it.  For  example,  it  may  be  the 
habit  of  the  company  president  to  pass  the 
time  of  the  day  with  the  elevator  operator  as 
he  goes  up  to  his  office.  The  words  passed 
between  them  and  the  limited  content  of 
their  conversation  become  a  ritual  both  parties 
recognize  and  continue.  The  elevator  operator 
is  pleased  to  be  acknowledged  each  time  as 
a  human  being  by  his  superior.  Indeed,  most 
fraternizing  by  authority  holders  is  precisely 
this  kind  of  casual  relationship  in  which  sub¬ 
ordinates  are  made  to  feel  that  they  exist  as 
human  beings,  and  not  merely  as  cogs  in  the 
productive  scheme. 

Casual  associations  also  serve  to  facilitate 
rapid  identification  of  people  so  that  official 
business  can  be  carried  on  more  efficiently. 
It  is  desirable  that  those  who  have  to  inter¬ 
act  in  carrying  out  their  tasks  have  some  de¬ 
gree  of  knowledge  about  each  other.  The  mini¬ 
mum  amount  of  knowledge  is  that  of  names 
and  responsibilities  so  that  the  proper  person 


WORK  GROUPS  AND  WORK 


291 


can  be  asked  to  provide  help,  to  supply  infor¬ 
mation,  issue  tools  and  stock,  or  whatnot. 
Casual  relations  help  people  carry  out  their 
work  assignments  because  through  casual  as¬ 
sociations  additional  knowledge  is  gained 
about  who  does  what,  where,  when,  and  how.3 

We  can  summarize  casual  associations  by 
suggesting  that  they  make  it  possible  to  iden¬ 
tify  a  person  with  his  work  assignment.  They 
are  the  minimum  form  of  interaction  that 
transforms  the  occupant  of  a  work  assignment 
into  a  human  being  known  to  us.  Casual  as¬ 
sociations  are  universal  when  people  meet. 
They  serve  to  permit  democratic  behavior  by 
authority  holders  outside  the  authority  struc¬ 
ture,  and  facilitate  official  interaction  by 

GETTING 

One  of  the  primary  functions  of  the  social 
group  in  a  work  organization  is  to  carry  out 
work  efficiently.  This  is  accomplished  through 
informal  cooperation,  group  operating  de¬ 
cisions,  and  shared  knowledge,  important  in 
defining  what  is  to  be  done.5 

For  most  operating  situations  it  is  impossi¬ 
ble  fully  to  specify  the  totality  of  expected 
behavior.  This  rests,  in  part,  on  the  inefficiency 
of  trying  to  detail  all  the  actual  behavior 
patterns  involved.  Were  this  attempted  for 
each  work  assignment,  it  would  be  necessary 
to  reduce  the  information  to  micro-motion 
facts,  on  the  one  hand,  and  voluminous  verbal 
and  written  instructions,  on  the  other.  Under 
some  circumstances  this  is  attempted  in  order 
to  standardize  an  operating  procedure.  The 
logical  conclusion  of  such  efforts  is  to  elimin¬ 
ate  the  human  factor  in  production. 

We  can,  therefore,  conclude  that  most  work 
assignments  do  not  reach  the  point  of  making 
man  into  a  machine.  Most  tasks  require  some 
operator  judgement  and  even  decision,  how¬ 
ever  minor,  for  their  execution.  In  the  vast 
majority  of  instances,  judgment  and  decision 
are  shared  among  several  people  whose  work 
is  interdependent.  At  this  point  the  social 
group  becomes  important  as  the  operating  unit 
within  which  judgment  and  decision  are  exer¬ 
cised  to  get  the  work  done.  The  social  group 
takes  the  general  operating  decisions  of  the 
work  organization  and  supplements  them  with 


identifying  those  whose  business  brings  them 
into  contact. 

It  would  be  a  mistake,  however,  to  assume 
that  casual  relations  are  of  the  same  import¬ 
ance  for  behavior  as  work  groups.4  The  very 
meager  and  stylized  content  of  casual  inter¬ 
action  makes  it  of  only  transitory  importance 
to  working  behavior.  Casual  relations  are 
something  like  the  systems  of  polite  behavior 
that  one  displays  toward  strangers.  They  facili¬ 
tate  interaction  but  are  only  the  beginning 
phase  of  the  more  intensive  and  permanent 
relationships  that  are  always  imbedded  in  a 
group  structure,  though  it  be  as  small  as  a 
pair,  or  as  large  as  a  clique. 


WORK  DONE 

specific  judgments  and  decisions  at  the  point 
where  the  actual  tasks  are  performed.6 

If  we  look  at  the  social  dimension  of  work, 
it  will  be  noted  that  there  are  other  aspects  of 
behavior  that  are  not  directly  related  to  the 
technology.  There  may  be  significant  status 
factors  asociated  with  the  members  of  a  work 
group  such  that  some  have  privileges  in  the 
group  not  accorded  to  others.  These  privileges 
may  be  the  consequence  of  length  of  service, 
skill,  ethnic  background,  or  any  other  factor 
which  tends  to  differentiate  among  people. 
It  would  be  impossible  for  the  work  organiza¬ 
tion  to  specify  the  subtle  inter-personal  pat¬ 
terns  of  behavior  in  terms  of  these  social 
factors.  Thus,  for  the  organization  to  say  that 
an  apprentice  toolmaker  shall  be  treated  as 
an  individual  of  markedly  lower  status  than 
a  journeyman  toolmaker  would  entail  a  de¬ 
scription  of  behavior  patterns  almost  inex¬ 
haustible  in  their  detail.  Yet,  it  is  certain 
that  there  are  marked  differences  in  the  way 
in  which  these  two  classes  of  people  behave 
toward  each  other,  and  toward  others  in  their 
immediate  environment.  It  is  a  function  of  the 
social  group  to  define  these  patterns  of  be¬ 
havior,  to  lay  down  the  lines  along  which  they 
proceed,  and  to  police  the  behavior  in  the 
interest  of  group  unity. 

The  social  group,  by  defining  the  interper¬ 
sonal  relations  on  the  job,  particularly  the 
intra-group  authority  and  status  relations, 
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makes  it  possible  for  people  to  interact  in  a 
more  knowledgable  and  understanding  fashion 
while  working.  The  social  group  succeeds  in 
defining  each  person’s  relations  with  his  fellow 
workers.  In  this  way  the  social  group  makes 
work  more  efficient  by  removing  some  indeter¬ 
minancies  in  social  relations.7 

We  can  then  summarize  two  broad  func¬ 
tions  of  a  social  group  by  suggesting  that  (A) 
the  group  provides  the  organizational  unit 
for  carrying  out  and  administering  many  broad 
policies  of  the  organization  at  the  operating 
level,  and  (B)  the  social  group  serves  to  define 
many  of  the  subtle  nuances  of  interpersonal 
relations  that,  in  the  very  nature  of  things, 
cannot  be  defined  in  job  descriptions  and  job 
analyses. 

ORGANIZED  GROUPS  AND 
GETTING  WORK  DONE 

Of  special  importance  in  getting  work  done 
at  the  operating  level  are  organized  work 
groups.  This  is  particularly  true  for  the  team 
and  the  task  groups.  Both  of  these  groups  are 


specialized  with  respect  to  a  general  operation. 
Some  autonomy  exists  in  each  type  of  group 
for  determining  work  methods,  and  in  the 
team  group,  even  work  assignments. 


When  an  automobile  body  is  dropped  onto  the  final 
assembly  line  to  meet  the  chassis  for  the  first  time, 
the  men  involved  are  organized  into  a  work  group 
to  put  these  two  major  units  together.  The  organ¬ 
ized  work  group  is  work  centered. 


An  organized  work  group  doing  office  work.  This  is  one  accounting  operation  in 
the  billing  department  of  a  metropolitan  telephone  company.  Collection  slips  from 
telephone  pay  stations  are  sorted  in  the  rack  at  the  back  of  the  department  and 
then  given  to  the  girls  at  the  left  who  do  the  figuring  on  them.  The  work  then 
moves  to  the  right  hand  line  of  girls  where  entries  are  made  in  the  company  books 
and  each  customer  is  credited  with  his  percentage  of  pay  station  receipts.  The 
department  supervisor,  shown  standing,  has  a  desk  which  faces  the  department 
giving  her  constant  surveillance  of  its  operations. 
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Voluntary  groups  in  the  work  place  fill  the  social 
voids  of  work  routines.  During  breaks,  for  example, 
people  are  free  to  choose  their  associates,  and  the 
things  about  which  they  will  talk.  Free-flowing 
interaction  occurs  in  such  situations. 


The  autonomy  of  team  and  task  groups  is 
exercised  principally  with  respect  to  the  work 
they  do.8  It  will  be  recalled  from  Chapter  6 
that  team  and  task  groups  take  on  their  group 
character  initially  in  relation  to  an  operating 
assignment.  The  members  of  such  groups  are 
organized  in  relation  to  each  other  around  an 
operation  and  the  technology  with  which  it  is 
executed.  For  the  group  members,  there  is 
some  freedom  in  working  out  their  activities 
to  get  the  group  work  done.  If  the  members 
of  a  team  or  task  group  feel  responsible  for 
their  work,  they  will  make  positive  efforts  to 
execute  their  operating  assignment  with  imag¬ 
ination  and  skill.9  The  group  members  will 
move  affirmatively  to  make  effective  the  gen¬ 
eral  goals  set  by  management  for  their 
operations.10 

The  technological  group  is  one  whose  mem¬ 
bership  is  an  incidental  product  of  a  rigid 
technology.  The  production  line  is  the  prime 
example  of  a  technological  group,  as  we  saw 
in  Chapter  6.  The  overriding  importance  of 
the  technology  allows  the  group  members  little 
autonomy  in  determining  or  varying  the 
operating  activities.  The  group  factor  is,  there¬ 
fore,  of  small  importance  in  making  a  positive 
contribution  toward  getting  work  done  for  the 
technological  group.  In  the  same  way,  the 
technological  group  is  not  capable  of  obstruct¬ 
ing  the  flow  of  work  short  of  shutting  down 
the  work  process  itself.  This  is  illustrated  in 
the  sensitive  account  by  Kraus  of  the  beginning 
of  the  sitdown  strike  at  the  Flint  plant  of  Gen¬ 
eral  Motors.11 

All  three  types  of  organized  work  groups 


operate  to  define  subtle  aspects  of  interper¬ 
sonal  relations.  This  is  most  pronounced  for 
the  team  group  and  successively  less  so  for 
the  task  and  technological  groups.  In  the 
working  team,  authority  and  status  relations 
are  elaborated  much  beyond  the  demands  of 
the  work  organization,  but  usually  in  a  direc¬ 
tion  to  amplify  them.12  Least  elaborate  inter¬ 
personal  relations  are  derived  from  the  tech¬ 
nological  group.  Here  interpersonal  relations 
are  much  more  likely  to  be  established  and 
maintained  in  a  paralleling  voluntary  social 
group.  This  shift  from  organized  to  voluntary 
group  will  be  examined  in  detail  in  a  later 
section  of  this  chapter. 


VOLUNTARY  GROUPS  AND 
GETTING  WORK  DONE 

Voluntary  work  groups  as  discussed  earlier 
in  Chapter  6,  do  not  focus  their  attention  pri¬ 
marily  on  the  work  organization,  except  in 
the  instance  of  the  clique.  Indeed,  we  took 
pains  to  establish  that  the  pair,  the  triad,  and 
the  primary  association  have  particular  sig¬ 
nificance  because  the  content  of  interaction 
within  them  is  subject  to  wide  variation,  and 
diffuse  rather  than  focused  interests.13 

It  is  precisely  because  voluntary  work 
groups  (again  excepting  the  clique)  do  not 
focus  on  the  business  at  hand  that  they  have 
great  sociological  importance.  We  will  elab¬ 
orate  their  importance  later  in  this  chapter. 
For  our  present  purposes  we  may  conclude 
that  the  pair,  the  triad,  and  the  primary  associ- 
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ation  can  have  at  best  only  a  very  indirect 
impact  on  getting  work  done.14  Such  groups 
function  in  other  areas  but  not  in  relation  to 
specific  working  behavior.15 

The  clique  is  a  group  in  the  work  organiza¬ 
tion  whose  major  reason  for  existence  is  to 
manipulate  the  power,  authority,  and  status 
structures.  Cliques  are  organized  to  develop  a 
following  for  the  purpose  of  changing  some 
present  aspect  of  the  organization.  The  clique 
leaders  may  be  seeking  to  enhance  their 
authority;  they  may  be  striving  for  control  of 
functions  that  will  increase  their  power;  or 
they  may  anticipate  increased  status  as  leaders 
of  an  organized  following.  All  of  these  goals 
of  clique  leaders  are  pertinent  to  operations 
of  the  work  organization.  The  activities  of  the 
clique  that  they  direct  will  have  immediate 
consequences  for  work  performance. 

In  its  least  constructive  form  the  clique 
is  simply  against  something.  In  its  more  con¬ 
structive  actions,  a  clique  will  actively  seek 
to  substitute  its  own  alternatives  to  present 

CHANGE  AND 

The  social  groups  of  work  are  exceedingly 
important  to  the  individual  worker  as  the 
units  within  which  he  is  able  to  produce  in¬ 
novations  and  changes  that  affect  work.  Social 
groups  of  fellow  workers  are  the  breeding 
grounds  of  originality. 

Picture  the  individual  immersed  in  a  factory 
of  several  thousand,  or  even  a  department  of 
fifty  or  one  hundred  people.  Can  he  react  with 
anything  save  a  sense  of  detachment  and  be¬ 
wilderment  in  the  face  of  the  colossus  that  is 
his  work  organization?  How  can  he  be  an  in¬ 
novator  of  the  new  ideas,  changes,  or  improve¬ 
ments  he  may  seek  for  a  variety  of  reasons? 

The  answer  lies  in  the  support  and  encour¬ 
agement  he  receives  from  fellow  workers. 
In  the  social  groups  of  work  are  the  personal 
relations  that  support  originality  and  give 
encouragement,  and  even  rewards,  to  the 
innovator.17 

The  indeterminacy  of  many  operating  pro¬ 
cedures  as  to  details  of  execution  provides  for 
the  working  group  the  opportunity  to  interpret, 
analyze,  and  finally  determine  operating  pro¬ 
cedures.  Under  these  circumstances,  the  group 


ways  of  doing  things.  Thus,  cliques  have  very 
much  to  do  with  getting  work  done.  They 
may  be  major  obstacles  to  effective  perform¬ 
ance  if  they  are  united  in  a  stand  against  pres¬ 
ent  procedures.  They  make  important  contri¬ 
butions  to  greater  efficiency  if  the  alternatives 
they  seek  are  better  than  present  procedures. 
Unfortunately,  the  “fighting”  character  of 
most  cliques  makes  the  test  of  their  proposals 
less  likely,  since  established  authority  usually 
reacts  by  fighting  back. 

The  established  authorities  can  destroy 
clique  effectiveness,  as  Selznick  has  pointed 
out,  by  “coopting”  its  leaders  into  the  exist¬ 
ing  authority  structure.16  When  the  clique 
leader  is  taken  into  the  authority  group  he 
becomes  clothed  with  important  commitments 
to  the  policies  of  the  leadership  he  joins.  His 
clique  followers  are  disorganized  because  they 
no  longer  have  a  leader  who  is  fighting  against 
the  established  authorities;  the  program  of 
opposition  to  which  they  give  allegiance  is 
generally  inseparable  from  the  leader. 

INNOVATION 

at  the  work  level  has  the  opportunity  not  only 
to  carry  out  the  goals  expressed  in  an  organiza¬ 
tion  policy,  but  to  determine  within  itself  the 
method  for  its  execution.  In  the  process  of 
deciding  how  a  thing  should  be  done,  it  is 
highly  possible  that  it  may  be  done  in  ways 
not  anticipated  by  the  policy  makers,  or  even 
in  ways  that  ultimately  change  the  purpose 
and  intent  of  policy  itself.18 

In  many  senses,  the  actual  behavior  of  an 
individual  is  exposed  to  the  view  of  working 
associates  most  of  the  time.  It  is  difficult  if 
not  impossible  to  hide  from  fellow  workers 
what  one  does  on  the  job.19  It  is  not  so  diffi¬ 
cult,  and  is  generally  more  desirable,  to  hide 
the  actual  work  behavior  or  methods  of  doing 
work  from  supervisors  and  higher  levels  of 
management.  Perhaps  it  is  the  public  character 
of  work  behavior  in  the  fellow  worker  group 
that  makes  it  one  important  social  unit  of 
change  in  the  organization.  Failure  to  secure 
the  acquiescence  and  acceptance  of  fellow 
workers  may  endanger  any  innovation  the 
individual  makes.  On  the  other  hand,  the  ac¬ 
ceptance  of  an  innovation  by  fellow  workers 
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tends  to  guarantee  its  continuation,  and  its 
protection  from  management  notice  if  that 
seems  desirable. 

The  so-called  “perfect  bureaucrat”  is  one 
who  considers  his  working  operations  as  an 
end  in  themselves.  As  Merton  has  suggested, 
the  bureaucrat  converts  means  into  ends, 
which  often  do  not  serve  the  intended  purposes 
of  the  organization.20  The  bureaucratic  per¬ 
version  of  organization  policy  is  an  example 
of  undesirable  innovation.  It  should  be  em¬ 
phasized  that  the  bureaucrat’s  behavior  is  car¬ 
ried  out  in  an  operating  group  of  fellow  work¬ 
ers  who  accept  the  innovating  perversions  of 
policy,  encouraging  and  maintaining  them. 

Another  obvious  instance  of  the  innovation 
being  at  the  level  of  the  social  group,  and  not 
at  a  higher  point  in  the  organization,  is  the 
case  where  the  working  group  discovers  more 
efficient  ways  of  carrying  out  its  operations. 
It  is  not  uncommon  for  the  more  efficient 
methods  to  be  hidden  from  management. 
When  this  happens,  individuals  choose  leisure 
on  the  job  as  the  reward  for  their  innovation 
in  methods  or  procedures.  It  may  be  possible 
to  accomplish  the  output  standard  set  by 
management  in  six,  or  five,  or  even  four  hours 
of  a  standard  eight  hour  day.  The  work,  under 
some  circumstances,  will  be  accomplished  in 
this  short  time,  and  the  remaining  hours  used 
by  the  employees  to  “goof  off,”  or  to  enjoy 
the  leisure  to  which  they  feel  entitled.21 

The  general  point  we  are  making  is  that 
at  the  operating  level,  in  the  context  of  shared 
relationships  with  fellow  workers,  innovations 
are  achieved  which  may  be  important  in 
changing  the  operating  characteristics  of  an 
organization. 

Under  some  circumstances,  the  individual 
may  have  official  opportunities  to  be  an  initi¬ 
ator  and  innovator.  This  is  true,  for  example, 
where  he  occupies  a  position  of  authority 
from  which  he  can  introduce  change.22  Again, 
a  person  can  be  an  innovator  if  he  has  the 
qualities  of  leadership  such  that  he  attracts  to 
himself  a  sufficient  following  for  his  new 
ideas.  Thus,  the  informal  leader  even  of  lowly 
organizational  rank  may  develop  a  following 
sufficient  to  give  him  power  to  secure  attention 
to  his  demands  and  ideas  within  the  hierarchy 
of  organizational  authority.  It  is  to  be  noted 
in  this  second  case  (essentially  the  case  of 


Max  Weber’s  charismatic  leader)  that  the 
success  of  the  individual  as  an  organizational 
innovator  is  dependent  on  the  size  and  import¬ 
ance  of  his  group  following  or  clique.  The 
second  case  is  not  literally  an  instance  in  which 
the  individual  acts  alone  to  produce  innova¬ 
tions  in  the  organization. 

It  should  be  clear  that  we  are  not  suggesting 
that  the  only  changes  affecting  the  organiza¬ 
tion  originate  in  the  fellow  worker  groups. 
We  are  suggesting,  however,  that  one  of  the 
bases  of  the  individual  attachment  to  such 
groups  is  that  here  he  secures  the  acceptance 
of  his  innovations  and  their  perpetuation  in 
the  organization.  Managerial  actions  through 
special  staffs  and  through  top  level  decision 
are  doubtless  the  most  important  factors  in 
organizational  change.  We  are  emphasizing 
that  an  individual,  “lost”  in  a  large  organiza¬ 
tion,  has  the  best  opportunity  to  make  changes 
by  aligning  himself  with  his  fellow  worker 
group  and  securing  its  approval. 

ORGANIZED  GROUPS  AND  CHANGE 

We  have  focused  attention  here  on  changes 
that  affect  formal,  non-formal,  and  technical 
behavior  in  work  organizations.  It  follows  that 
organized  social  groups  are  the  ones  primarily 
involved  as  the  fellow  worker  context  within 
which  the  individual  makes  his  innovations, 
since  such  groups  are  deliberately  established 
to  carry  on  work  operations. 

The  importance  of  organized  work  groups 
for  individual  innovation  has  been  repeatedly 
confirmed  in  studies  of  work  organizations. 
Richardson  and  Walker  discovered  that  or¬ 
ganized  work  groups  had  to  be  won  over  to 
support  changes  necessitated  by  company 
expansion.  These  groups  were  immaginative  in 
finding  ways  to  oppose  change.23  Whyte  has 
shown  how  countermen  invent  ways  of  estab¬ 
lishing  buffers  between  themselves  and  wait¬ 
resses.24  Roethlisberger  and  Dickson  discov¬ 
ered  in  the  Bank  Wiring  Room  experiment 
that  work  teams  will  develop  means  for  ex¬ 
changing  jobs — a  practice  prohibited  by  man¬ 
agement — even  when  under  surveillance  by 
official  observers.25  The  same  researchers 
found  that  production  was  restricted  in  the 
work  teams.  Mathewson,26  Roy,27  Anderson,28 
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and  others  have  repeatedly  observed  produc¬ 
tion  slowdown  among  organized  work  groups. 

Other  studies  have  shown  that  “work  sec¬ 
rets”  are  guarded  in  organized  work  groups 
and  passed  on  to  newcomers  only  when  they 
are  incorporated  in  the  group.  The  wide  dif¬ 
ference  between  formal  and  non-formal  pro¬ 
cedures  has  been  set  forth  by  Turner  in  his 
study  of  the  Navy  disbursing  officer  where, 
again,  the  emphasis  is  on  the  organized  work 
group  as  the  unit  in  which  the  innovation  is 
developed  and  supported.29  Turner  has  also 
pointed  out  that  an  unofficial  (and  perhaps 
illegal)  system  for  exchanging  favors  also 
develops  in  the  relations  between  organized 
work  groups  (in  his  illustration,  alcohol  se¬ 
cured  by  medical  corpsmen  being  exchanged 
for  first  purchasing  rights  on  scarce  items  in 
the  ship’s  store). 

It  can  also  be  shown  that  the  vast  growth 
of  committee  management  in  American  in¬ 
dustry  is  a  direct  recognition  that  innovation 
has  its  natural  habitat  in  the  organized  fellow 
worker  group.  An  industrial  committee  is  an 
organized  work  group,  a  team,  composed  pre¬ 
dominantly  of  peers.  It  has  a  specific  assign¬ 
ment,  usually  to  handle  an  existing  problem. 
Chamberlain  ably  demonstrated  in  his  study 
of  a  telephone  company  that  the  committee 
is  successful  in  its  task  of  innovation  because 
it  involves  the  people  who  know  something 
about  the  problems  at  hand,  and  its  members 
are  mutually  supportive  in  arriving  at  solu¬ 
tions.30  Committees  are  organized  to  seek 
changes.  Their  success  lies  in  their  ability  to 
mobilize  fellow  workers  to  express  their  orig¬ 
inality  in  a  team  effort. 

The  individual  as  innovator  finds  the  most 
natural  habitat  for  his  originality  in  the  organ¬ 
ized  work  group.  The  team  with  the  greatest 
autonomy  provides  the  largest  opportunity  for 
individual  innovation.  The  task  group,  op¬ 
erating  within  a  more  restricting  environment, 
provides  somewhat  fewer  chances  for  in¬ 
novation.  Furthermore,  the  changes  developed 
may  be  in  the  direction  of  innovations  for 
private  purposes,  like  increasing  leisure  on  the 
job.  The  reason  for  “anti-organization”  in¬ 
novation  lies  in  the  greater  restrictions  im¬ 
posed  by  technology,  and  the  fact  that  re¬ 
sponsibility  for  the  technology  typically  lies 
outside  the  task  group.  Under  those  circum¬ 


stances,  individual  workers  feel  no  pressure 
for  transmitting  inventions  and  discoveries 
outside  the  fellow  worker  group. 

The  technological  work  group  is  least 
likely  to  produce  constructive  innovations 
shared  with  management.  In  such  groups  the 
emphasis  is  increased  to  limit  developments 
to  anti-organization  discoveries.  The  reasons 
are  the  same  as  for  the  task  group. 

It  is  of  considerable  importance  to  note  that 
two  opposed  management  viewpoints  focus 
on  change.  The  first  emphasizes  the  need  for 
mobilizing  workers  to  accept  changes  intro¬ 
duced  by  management.  This  approach  is  illus¬ 
trated  in  a  study  like  that  by  French  and  Coch 
where  techniques  for  explaining  the  need  for 
change  were  employed  successfully  to  get  pro¬ 
duction  workers  in  a  textile  plant  to  accept 
new  work  routines,  including  greater  work 
loads.31  The  main  concern  is  with  ample  down¬ 
ward  communication  from  management  to 
enhance  employee  understanding  of  the  need 
for  the  proposed  changes. 

The  contrasting  viewpoint  is  concerned  with 
encouraging  employees  to  make  constructive 
suggestions  about  their  work.  Here  the  em¬ 
phasis  in  the  past  has  been  on  using  suggestion 
systems.  Their  weakness  lies  precisely  in  the 
fact  that  they  expect  the  individual,  divorced 
from  his  work  group,  and  therefore  without 
its  support  and  encouragement,  to  be  an  in¬ 
novator.  More  recent  attempts  at  mobilizing 
employee  originality  have  depended  on  using 
group  dynamic  methods.  The  work  group  is 
the  unit  in  which  discussions  take  place  and 
decisions  are  made  about  innovations.  These 
newer  efforts  specifically  recognize  the  sup¬ 
portive  value  of  the  organized  work  group  for 
the  individual  innovator.  This  kind  of  ap¬ 
proach  to  developing  creativity  takes  into 
account  its  group  foundations,  and  is  there¬ 
fore  much  more  likely  to  succeed. 

VOLUNTARY  GROUPS  AND  CHANGE 

What  has  already  been  said  about  the  rela¬ 
tionships  between  voluntary  social  groups  and 
getting  work  done  applies  to  their  impact  on 
organizational  change.  The  pair,  triad,  and 
primary  association  are  largely  neutral  as  to 
changes  in  work.  The  clique  is  focused  entirely 
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on  producing  changes,  of  one  sort  or  another. 

The  clique  is  an  unofficial  group  mobilized 
to  achieve  change.  Its  program  is  always  set 
forth  as  a  proposal  for  change,  when  given  an 
affirmative  cast.  When  the  clique  does  not  have 
constructive  alternatives  for  present  ways  of 
doing  things,  its  program  is  a  bundle  of 
criticism. 

It  is  important  to  note  here  that  a  success¬ 
ful  clique,  upon  achieving  its  goals,  tends  to 
break  up.  The  clique  leadership’s  only  re¬ 
maining  obligation  to  followers  is  to  pay  them 
off  in  the  promised  favors.  Rewards  are 
usually  forthcoming  in  the  form  of  actual 
or  implied  favored  treatment  for  those  who 


STANDARDS 

Face-to-face  groups  of  peers  at  work  are 
important  as  the  unit  within  which  standards 
of  conduct  are  established  and  maintained. 
Cooley,32  and  Simmel  before  him,33  placed 
great  emphasis  on  the  society  of  close  associ¬ 
ates  as  the  place  where  standards  of  conduct 
are  learned.  The  social  groups  of  work  are  the 
societies  of  close  asociates,  which  function  to 
establish  for  the  individual  many  standards  of 
working-time  conduct. 

The  society  of  close  associates  is  the  group 
in  which  social  standards  are  made  real  and 
operative.  Broad  social  standards  of  conduct 
require  some  kind  of  reality  context  to  be 
meaningful  for  each  of  us  as  individuals.  Ab¬ 
stract  notions  like  honesty,  faithfulness,  co¬ 
operation,  and  self-sacrifice  have  no  meaning 
except  as  they  are  put  to  use.  The  operating 
situations  in  which  these  ideas  of  moral  con¬ 
duct  are  constantly  applied  are  those  involv¬ 
ing  small  social  groups.  It  is  largely  in  the 
peer  group  situation  that  there  is  an  immediate 
response  by  fellow  human  beings  to  an  indi¬ 
vidual’s  behavior.  This  response  is  direct  and 
personal.  There  is  no  need  for  self  policing  of 
moral  standards.  The  policing  is  by  one’s 
peers,  who  react  immediately  to  the  conduct 
either  to  confirm  and  approve,  or  to  condemn 
and  censure.34 

The  social  groups  of  work  are  important  in 
establishing  standards  of  conduct  for  several 
reasons.  In  the  first  place  the  large  turnover  of 
personnel  in  industry  makes  many  people 


were  loyal  followers.  However,  successful 
clique  leaders  may  never  reward  their  follow¬ 
ers,  either  because  they  cannot,  or  because 
they  recognize  that  favoritism  will  jeopardize 
their  newly  won  gains.  The  price  that  the 
clique  leader  pays  for  disappointed  followers 
is  that  he  will  seldom  again  be  able  to  lead 
a  clique  as  long  as  his  reputation  persists  for 
not  paying  off  after  victory. 

The  breakup  of  a  successful  clique  is  im¬ 
portant  for  organization  stability.  It  removes 
an  organized  opposition  group  from  the  work 
organization.  New  cliques  may  develop  but 
they  need  new  circumstances  around  which  to 
focus  their  opposition. 

OF  CONDUCT 

strangers  to  their  next  job.  The  general  rules 
of  the  work  organization  provide  some  guides 
for  conduct.  The  guidance  of  the  work  place 
peer  group  rounds  out  the  standards  of  con¬ 
duct  for  working  behavior.  In  the  second 
place,  many  aspects  of  conduct  are  special 
to  the  group  and  can  only  be  learned  through 
membership  in  it.  We  have  already  examined 
in  this  chapter,  and  elsewhere,  the  private 
aspects  of  conduct  found  in  the  social  groups 
of  work.  Only  on  entry  into  such  groups  can 
the  person  come  to  share  the  conduct  stand¬ 
ards  of  his  peers.35 

Conduct  standards  can  be  differentiated 
from  behavior  systems.  Behavior  systems,  or 
activities  that  compose  behavior  systems,  are 
the  actual  actions  involved  in  going  from  one 
step  to  the  next  in  a  task.  Conduct  standards, 
on  the  other  hand,  are  the  preferences,  or 
values,  attached  to  one  activity  rather  than 
another.  Behavior  systems  are  composed  of 
the  ordered  set  of  activities  which,  when  fol¬ 
lowed,  lead  to  the  performance  of  a  task.  Con¬ 
duct  standards  are  the  preferential  judgments 
that  one  set  of  activities  is  better  than  another. 

The  distinction  between  behavior  systems 
and  conduct  standards  is  crucial.  Throughout 
this  volume  we  have  emphasized  the  import¬ 
ance  of  behavior  systems  for  organizing  prod¬ 
uctive  operations.  We  have  also  indicated  the 
factors  involved  in  establishing  preferences 
for  some  kinds  of  working  conduct,  notably 
in  Chapter  7  where  we  dealt  with  the  insti- 
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tutional  foundations  of  decision  making;  in 
Chapters  10  and  11  where  technology  was 
singled  out  as  the  most  important  determinant 
of  work  activities;  in  Chapter  12  where  the 
work  organization  was  seen  as  organizing  and 
structuring  motivations  for  work;  and  in  Chap¬ 
ter  19  dealing  with  work  rules  and  their  en¬ 
forcement.  In  the  present  chapter  we  are  seek¬ 
ing  to  establish  the  actual  social  units  within 
which  some  of  the  standards  of  working  con¬ 
duct  develop.  We  find  these  units  to  be  the 
organized  and  voluntary  social  groups  in  work 
organizations. 

ORGANIZED  GROUPS  AND 
CONDUCT  STANDARDS 

Conduct  standards  developed  by,  and 
learned  in,  organized  work  groups  are  oriented 
specifically  with  respect  to  work.  Some  of 
these  standards  have  to  do  with  working  ac¬ 
tivities.36  The  rest  of  the  standards  have  to 
do  with  ideas  about  the  work  performed. 

Conduct  standards  for  working  activities 
deal  with  how  work  will  be  done.  For  example, 
on  a  lathe  the  speed  with  which  the  metal  is 
revolved  against  the  cutting  tool,  the  rate  at 
which  the  cutting  tool  moves  across  the  metal, 
and  the  depth  of  the  cut,  are  the  important 
variables  to  be  adjusted  in  operating  this  ma¬ 
chine  tool.  Some  operators  have  distinct  pref¬ 
erences  for  taking  deeper  cuts  at  slower  speeds 
and  feeds,  while  others  prefer  shallower  cuts 
at  more  rapid  speeds  and  feeds.  These  are  the 
basic  alternatives  for  the  operator.  His  choice 
will  be  highly  rationalized  into  a  set  of  con¬ 
crete  reasons  for  his  own  preference.  This  is 
an  important  part  of  the  craftsman  lore  of  a 
lathe  operator.  It  will  be  transmitted  to  suc¬ 
ceeding  generations  of  lathe  operators  within 
the  working  group,  and  may  even  persist  as 
a  working  preference  in  the  face  of  orders  from 
company  production  engineers  to  do  other¬ 
wise. 

Another  example  of  a  conduct  standard 
for  working  activities  is  the  preference  an 
accounting  clerk  may  have  for  checking  sums 
of  figures  by  adding  sub-totals  instead  of 
checking  adding  machine  tapes  against  original 
entries.  The  clerk  may  have  a  whole  series  of 
reasons  for  his  choice  of  work  activities,  and 
argue  violently  in  favor  of  it. 


In  general,  therefore,  part  of  the  worker’s 
autonomy  on  the  job  is  his  ability  to  make 
some  of  these  kinds  of  choices  about  how  he 
will  get  his  work  done.  He  becomes  involved 
in  and  committed  to  his  tasks  because  he 
does  make  these  choices,  believing  them  to 
be  better  than  other  choices.  In  short,  he  de¬ 
velops  a  sense  of  obligation  toward  his  work 
assignments — he  internalizes  values  guiding 
his  behavior— as  we  pointed  out  in  Chapter  5. 

Even  more  fascinating  are  the  conduct 
standards  dealing  with  ideas  about  the  work 
being  performed.  Here  we  are  in  the  realm  of 
judgments  and  preferences  concerning  the 
value  of  work  assignments,  their  relationships 
to  other  values,  and  the  motives  of  manage¬ 
ment.37 

A  good  example  of  conduct  standards  about 
work  is  the  perennial  problem  of  smokjng 
on  the  job.  Non-smoking  is  basically  justified 
as  a  safety  measure  where  fire  or  explosion 
hazards  exist.  Smoking  is  a  very  common 
habit,  withdrawal  from  which  may,  even  for 
short  periods  of  time,  produce  discomfort. 
Personal  preferences  are  then  in  conflict  with 
organization  choices.  The  motives  of  manage¬ 
ment  in  forbidding  smoking  are  sharply  called 
into  question,  and  real  or  fanciful  reasons  are 
assigned  for  management’s  prohibition.  The 
conflict  of  values  may  be  resolved  by  reluctant 
or  antagonistic  obedience  to  the  prohibition, 
or  it  may  be  resolved  by  flaunting  the  rule 
openly  or  secretly.  The  conflict  in  values  may 
be  even  more  pronounced  where  female  sec¬ 
retaries  are  forbidden  to  smoke  at  their  desks 
while  their  bosses  smoke  constantly  in  the 
same  environs.  Here  the  safety  argument  loses 
all  merit,  and  the  female  employees  are  likely 
to  consider  the  rule  simply  another  evidence 
of  their  second-class  citizenship.  Not  only 
will  management  motives  be  challenged  within 
the  work  group,  but  rest  periods  will  lengthen 
and  be  more  frequent  to  accommodate  a 
smoke  or  two. 

An  even  more  serious  example  of  conduct 
standards  in  conflict  is  the  problem  of  maxi¬ 
mum  production.  In  principle,  many  managers 
will  argue  that  they  want  maximum  output 
from  each  employee.  In  most  instances  they 
could  get  more  than  they  are  now  getting  if 
employees  felt  free  to  “let  themselves  go.” 
The  work  group  almost  universally  reacts  to 
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pressure  for  more  individual  output  by  im¬ 
pugning  the  motives  of  management  and  as¬ 
serting  that  the  only  outcome  of  greater  effort 
will  be  permanently  higher  output  expecta¬ 
tions,  and  even  a  lowering  of  pay  per  unit  of 
output.  Many  studies  have  reported  this  char¬ 
acteristic  reaction  of  work  groups  to  pressure 
for  more  output.38  We  can  only  conclude  that 
the  work  group  is  able  to  convince  its  members 
of  the  perfidy  of  management,  and  to  police 
their  actual  output  so  that  management  cannot 
hold  up  examples  of  “rate  busters.”  Dalton  has 
shown  the  kinds  of  work  group  pressure  that 
are  brought  to  bear  on  “rate  busters.”39  He 
has  particularly  demonstrated  that  such  people 
are  alienated  from  their  fellow  workers  by 
reasons  of  social  background  and  present 
relationships.  In  short,  “rate  busters”  violate 
work  group  standards  for  individual  output 
because  such  people  resist  the  pressures  of 
fellow  workers  to  accept  group  standards  of 
output. 

Organized  work  groups  are  the  socially 
meaningful  units  within  which  are  developed 
conduct  standards  about  work  activities,  and 
ideas  about  work.  It  is  also  within  the  team, 
the  task  group,  and  the  technological  group 
that  fellow  worker  pressures  are  brought  to 
bear  to  enforce  the  group  standards  of  con¬ 
duct,  even  when  they  may  conflict  with  man¬ 
agement  rules  or  expectations.40 


VOLUNTARY  GROUPS  AND 
CONDUCT  STANDARDS 


The  voluntary  work  groups  have  their  own 
special  areas  of  conduct  standards.  These  are 
largely  concerned  with  interpersonal  relations 
among  members.  Secondarily,  especially  in  the 
clique,  they  concern  interactions  with  out¬ 
siders. 

Within  voluntary  social  groups  at  work, 
conduct  standards  govern  how  people  will 
behave  toward  each  other  in  situations  of 
easy  going  relations.  The  group  establishes 
its  own  atmosphere  for  conduct.  Each  member 
is  accepted  by  the  group  so  long  as  he  con¬ 


forms.  to  these  conduct  expectations.  Such 
expectations  may  establish  the  quality  of  inter¬ 
personal  relations.  In  a  pair  or  triad,  for  ex¬ 
ample,  it  is  typical  to  have  an  exchange  of 
very  personal  confidences.  The  expectations 
are  that  other  members  of  the  group  will  re¬ 
spond  with  sympathy  and  understanding  to 
one’s  confidences,  taking  them  seriously.  Fail¬ 
ure  to  be  sympathetic  will  destroy  the  pair  or 
triad. 

In  a  primary  association  there  may  be  ex¬ 
pectations  of  a  different  sort.  Here  the  conduct 
standards  may  be  less  concerned  with  the  ex¬ 
change  of  confidences,  and  more  nearly 
centered  on  determining  the  realm  of  accept¬ 
able  discourse  and  play  activity.  Thus,  in  the 
primary  association  free  and  vulgar  discussion 
of  sex  may  be  accepted,  even  among  happily 
married  men.41  In  the  area  of  play,  the  primary 
association  may  develop  special  games  peculiar 
to  it.  The  famous  bank  wiring  experiment  of 
the  Western  Electric  researches  demonstrated 
the  development  of  “binging”  as  a  play  ac¬ 
tivity.42  For  real  or  fanciful  reasons  one  worker 
would  hit  a  colleague  sharply  on  the  arm, 
“binging”  him  as  the  practice  was  called.  The 
“bing”  could  then  be  returned  at  a  later  time. 
This  was  clearly  a  play  activity,  although  some 
have  attempted  to  interpret  it  as  a  punishment 
for  violating  group  standards.43  The  fact  that 
the  “bing”  was  always  reciprocated  is  strong 
evidence  that  this  activity  was  primarily  a 
game. 

In  the  clique,  the  intra-group  standards  of 
conduct  are  largely  concerned  with  public 
display  of  loyalty  to  the  group  and  its  goals. 
Clique  members  are  expected  to  announce 
their  adherence  to  the  group  regularly,  and  to 
show  by  their  activities  that  they  can  be  de¬ 
pended  on  to  support  the  clique.  Intimately 
tied  to  this  public  protestation  of  loyalty  in 
the  clique  are  the  derogatory  views  taken  by 
its  members  towards  outsiders.  The  clique 
leaders  are  “good”  and  their  goals  are  ad¬ 
mirable;  opposing  cliques  or  management  are 
bad  and  their  objectives  are  “shameful.”  The 
clique,  unlike  the  other  voluntary  groups,  al¬ 
ways  defines  itself  in  relation  to  outside  groups. 
It  establishes  conduct  standards  so  that  “out¬ 
groups”  can  always  be  labeled  as  enemies.  This 
is  part  of  the  technique  by  which  clique  mem¬ 
bership  is  recruited  and  maintained. 
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PERSONALITY  INTEGRITY 


Fulfilling  a  work  assignment  may  not  ocupy 
the  full  attention,  energies,  and  complete 
social  life  of  many  individuals  in  the  modern 
industrial  world.  Yet,  most  persons  are  re¬ 
quired  to  remain  at  their  work  place  for  the 
prescribed  eight  hours,  and  to  put  in  their 
time  in  the  interests  of  the  organization. 
Putting  in  time  may  be  quite  different  from 
being  productive,  but  it  should  be  evident 
that  the  requirement  of  high  and  continuous 
attention  for  an  eight-hour  period  each  day 
may  be  more  than  the  human  animal,  as  a 
social  being,  can  tolerate.  There  may  be  good 
reason  to  believe  that  social  interaction  of  a 
relatively  non-purposive  character  may  be 
necessary  to  maintain  a  sense  of  personality 
integrity.44 

A  minimum  amount  of  sociability  is  re¬ 
quired  by  every  person.  Each  individual  at 
work  has  to  find  some  opportunity  for  carry¬ 
ing  out  social  relations  with  fellow  men.  The 
obvious  unit  within  which  such  social  rela¬ 
tions  can  be  established  and  maintained  is 
the  fellow  worker  group.  We  can  thus  see 
the  social  group  of  fellow  workers  as  a  unit 
within  which  are  filled  the  voids  of  social  life 
at  work.  It  is  in  such  groups  that  the  social 
character  of  man’s  personality  is  continually 
emphasized  and  re-enforced.  It  is  here  that 
each  individual  finds  himself  at  the  end  of  a 
work  day  still  a  man,  a  personality,  and  not 
reduced  to  the  status  of  an  adjunct  to  a 
machine. 

The  evidence  for  this  idea  of  the  social 
group  as  filling  the  social  voids  of  the  work 
place  is  to  be  found  in  the  nature  of  the  con¬ 
versation  and  interaction  among  people  at 
work.  Much  of  the  discourse  among  workers 
is  usually  of  a  non-work  character.45  For 
those  new  to  a  particular  operation,  there  is 
probably  a  tendency  to  talk  shop  as  a  basis 
for  breaking  into  the  circle  of  interaction. 
As  familiarity  is  developed  with  fellow  work¬ 
ers,  there  is  an  increasing  tendency  for  con¬ 
versation  and  interaction  to  move  into  more 
and  more  remote  areas  of  interest. 

The  general  point,  then,  is  that  the  group  of 
fellow  workers  provides  the  opportunity  for 
rounding  out  interaction  with  fellow  human 
beings  in  the  course  of  the  work  day.  This 


serves  as  the  individual’s  tie  with  humanity. 
It  should  not  be  overlooked  as  an  important 
basis  for  his  attachment  to  the  social  groups 
in  his  work  life.  The  social  groups  at  work 
help  each  person  preserve  the  integrity  of  his 
personality. 


ORGANIZED  GROUPS  AND  PERSONALITY 

For  the  most  part,  the  organized  work 
groups  are  important  in  defining  and  evalu¬ 
ating  the  technical  aspects  of  a  person’s  work¬ 
ing  behavior.  In  organized  groups  the  individ¬ 
ual  is  constantly  being  judged  by  his  fellow 
workers  as  to  his  working  competence. 

The  confirmation  of  one’s  own  technical 
skills  and  abilities  may  be  exceedingly  import¬ 
ant  to  his  self  evaluation.  If  fellow  workers 
regard  him  as  able,  then  he  has  every  right 
to  hold  the  same  view  of  himself.  It  is  in  this 
connection  that  the  compliment  of  a  fellow 
worker  may  be  more  important  than  the  praise 
of  a  boss.  Fellow  workers  “really”  know  what 
you  can  and  cannot  do.  If  they  are  willing  to 
acknowledge  competence,  then  the  individual 
need  no  longer  have  any  doubts  about  his 
technical  performance.46 

Self  confidence  that  is  bom  of  acknowledged 
ability  is  developed  through  appraisals  of 
fellow  workers  in  organized  work  groups. 
These  social  groups  can  give  to  the  person  a 
sense  of  worth;  or,  by  withholding  approval, 
deep  doubts  about  his  working  skills. 


VOLUNTARY  GROUPS  AND  PERSONALITY 

In  the  clique  as  a  voluntary  social  group, 
personality  integrity  is  supported  in  ways  sim¬ 
ilar  to  those  observed  in  organized  work 
groups.  The  particular  personal  competences 
that  are  applauded  in  cliques  are  skills  in 
fighting  other  groups,  and  management.  In  a 
limited  sense,  these  skills  are  technical  in 
character.  The  ability  to  start  and  sustain 
rumors  and  vilification,  and  otherwise  thwart 
the  aims  of  an  opposing  group  are  special 
skills.  Clique  members  develop  a  sense  of 
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personal  worth  from  the  approval  of  their 
fellows  for  displaying  such  skills. 

In  the  pair,  the  triad,  and  the  primary 
association,  the  impact  on  personality  integrity 
is  far-reaching.  From  such  voluntary  groups 
the  person  secures  the  major  rewards  of 
being  accepted,  for  all  his  idiosyncracies,  as  a 
valued  personality.  It  is  instructive  to  examine 
the  importance  of  this  for  personality  integrity. 

The  pair,  triad,  and  the  primary  association 
are  voluntary  groups  of  people  who  habitu¬ 
ally  meet  together,  during  work,  during  rest 
and  lunch  periods,  and  often  after  working 
hours.  Such  voluntary  groups  do  not  have 
concrete  goals  and  stated  purposes.  The  focus 
of  group  attention  varies.  The  members  know 
each  other  through  long  association,  and  inter¬ 
act  as  familiar  associates.  Everyone  knows 
the  other  members  intimately,  including  their 
backgrounds.  A  good  deal  of  information  is 
shared  about  family  background  and  previous 
social  experiences.  Furthermore,  the  members 
know  each  other  as  distinctive  personalities. 
The  unique  and  individual  features  of  the 
personality  of  each  member  are  known  to  all 
others. 

Based  on  this  kind  of  knowledge,  each  mem¬ 
ber  of  the  group  is  able  to  act  towards  all 
others  in  a  knowing  and  highly  anticipatory 
manner.  It  is  possible  to  predict  the  reactions 
of  the  other  members,  based  on  detailed  and 
intimate  knowledge  of  them.  There  grows  up 
in  the  group  a  whole  series  of  special  meanings 
and  common  understandings,  known  to  all 
members  of  the  group,  and  evoking  uniform 
responses  whenever  they  appear.  The  members 
stand  in  a  familiar  relationship  to  each  other, 
and  are  able  to  react  sympathetically  to  each 
other’s  needs  and  problems. 

There  is  wide  freedom  of  contact  among  the 
members  of  the  pair,  the  triad,  and  the  primary 
association.  Each  feels  relatively  free  to  talk 
to,  and  interact  with,  all  other  members  of 
the  group.  Furthermore,  there  is  freedom  in 
reacting  to  the  behavior  of  associates.  A  fairly 
high  degree  of  criticism,  of  kidding,  and  some¬ 
times  even  of  disapproval  can  be  character¬ 
istic  of  the  relations  among  group  members. 

Members  of  these  voluntary  groups  at  work 
have  to  have  some  opportunities  to  contact 
each  other  for  the  relationships  to  grow  up 
in  the  first  place.  However,  the  members  need 


not  be  drawn  from  the  same  department,  or 
even  from  close-by  work  stations.  It  is  gen¬ 
erally  characteristic  of  such  groups  that  they 
are  composed  exclusively  of  men  or  women, 
but  not  both  sexes.  The  reason  for  this  may 
lie  in  the  fact  that  voluntary  groups  in  the 
larger  society  also  tend  to  be  composed  of  a 
single  sex.  It  is  probable  that  the  familiar 
character  of  the  relationships  in  the  group 
precludes  the  possibility  of  its  being  a  mixed 
sex  association. 

There  is  usually  no  set  time  for  the  volun¬ 
tary  group  to  meet,  although  some  such  groups 
have  habitual  times  and  places  for  getting  to¬ 
gether  at  a  particular  lunch  table,  in  the  wash 
room,  or  in  places  where  loitering  is  possible. 
While  the  time  and  place  for  the  group  to  as¬ 
semble  may  become  routine,  it  is  seldom,  if 
ever,  planned  and  consciously  worked  out. 


This  is  a  primary  association  at  work  that  has  been 
together  for  long  enough  to  develop  real  feelings  of 
mutual  attachment.  They  are  celebrating,  with  an 
impromptu  shop  party  and  presentation  of  gifts,  the 
departure  of  one  of  their  members.  Such  human 
associations  are  important  in  supporting  the  integrity 
of  personality. 

We  can  picture  the  voluntary  association  of 
fellow  workers  as  resulting  in  a  familiar  group 
in  which  the  same  persons  habitually  inter¬ 
act  with  each  other.  In  the  group  there  is  a 
wide  range  of  subjects  of  discourse  and  a 
shared  familiarity  about  the  reaction  and 
personality  traits  of  all  members.  Such  a  group 
is  the  one  in  which  simple,  direct,  and  unpre¬ 
meditated  social  interaction  takes  place.  It 
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is  here  that  a  person  can  speak  his  mind  openly 
and  freely.  His  audience  is  sympathetic,  willing 
to  listen,  and  accepting  of  the  individual  in  all 
his  uniqueness,  recognizing  his  faults  as  well 
as  his  virtues.  The  voluntary  social  group  fits 
the  person  into  an  easy-going  system  of  social 
relationships  that  has  permanence,  and  yet  is 
flexible  enough  to  encompass  the  wide  range 
of  personal  moods  and  idiosyncracies. 

There  are  two  characteristic  features  of  the 
social  bond  uniting  members  of  voluntary  so¬ 
cial  groups  at  work.  The  members  are  united 
by  a  bond  of  sympathy;  they  are  also  united 
by  a  bond  of  empathy. 

A  sympathetic  response  to  another  person 
is  one  in  which  the  action  of  the  other  person 
is  judged  in  terms  of  his  own  definition  of 
the  situation.  Whenever  we  consider  our  be¬ 
havior  we  first  define  the  situation  in  which 
we  are  behaving.  Then  our  behavior  can 
make  sense  to  ourselves.  It  is  not  always  cer¬ 
tain,  however,  that  others  observing  our  be¬ 
havior,  or  hearing  us  tell  about  it,  will  accept 
our  definition  of  the  situation  in  which  the 
behavior  occurred.  Only  when  other  people 
are  sympathetic  toward  us  will  they  accept  our 
definition  of  the  situations  in  which  we  act. 
For  example,  a  worker  may  assert,  “I  have 
been  given  the  dirty  end  of  the  stick  by  my 
foreman,”  and  then  go  on  to  elaborate  the 
circumstances  of  this  mistreatment,  and  his 
own  actions  in  the  situation.  If  his  fellow  work¬ 
ers  respond  sympathetically,  they  accept,  with¬ 
out  question,  the  declaration  or  assumption 
that  the  foreman  was  being  vindictive,  and  that 
their  colleague  was  mistreated. 

An  empathic  response  is  one  in  which  it 
is  possible  figuratively  to  take  the  place  of 


WORKER 

In  Chapter  12  we  discussed  at  length  the 
group  basis  of  morale.  It  was  concluded  there 
that  morale  is  sustained  by  interpersonal  re¬ 
lations.  We  can  now  see  that  one  important 
area  of  interpersonal  relations  is  the  work 
group.  It  is  in  organized  and  voluntary  work 
groups  that  organization  requirements  are 
made  effective  in  getting  work  done,  that  the 


another  person.47  When  you  respond  em- 
pathically,  you  can  put  yourself  in  the  shoes 
of  another  person,  experiencing  vicariously 
his  emotional  and  subjective  states  of  mind.  In 
the  case  of  our  aggrieved  worker  just  men¬ 
tioned,  his  friends,  reacting  empathically  to 
his  trouble,  feel  all  the  indignation  and  perse¬ 
cution  that  he  does.  They  react  in  sharing  his 
subjective  feelings  about  his  asserted  mis¬ 
treatment  by  putting  themselves  in  his  place. 

In  the  voluntary  social  groups  of  work,  in¬ 
dividuals  are  tied  together  by  a  willingness 
to  accept  each  other,  as  each  defines  himself 
and  the  situations  in  which  he  acts;  this  is 
the  sympathetic  bond.  Group  unity  is  en¬ 
hanced  by  the  ability  to  develop  strong  emo¬ 
tional  attachments  to  each  other  through  tak¬ 
ing  the  place  of  the  other;  this  is  the  empathic 
bond. 

The  voluntary  groups  of  the  work  organiza¬ 
tion  provide  the  environment  for  routine  easy¬ 
going  relationships  with  other  human  beings. 
In  such  relationships  the  personality  comes 
to  be  valued  by  associates.  This  valuing  of 
personality  is  important  in  maintaining  per¬ 
sonality  integrity. 

We  may  then  conclude  that  the  social  groups 
found  in  places  of  work  are  essential  for  per¬ 
sonality  integrity.  The  organized  groups  pro¬ 
vide  the  setting  in  which  technical  skills  and 
competences  can  be  observed  and  applauded 
by  associates.  The  voluntary  groups  are  the 
ones  in  which  personality  characteristics  are 
judged  and  valued.  From  both  kinds  of  group 
affiliations  the  person  develops  images  of  him¬ 
self  through  the  collective  judgments  of  re¬ 
spected  associates  that  sustain  a  sense  of  per¬ 
sonality  unity  and  social  worth. 


MORALE 

innovator  finds  support  for  his  originality, 
standards  of  conduct  established,  and  an  en¬ 
vironment  provided  to  sustain  individual  per¬ 
sonality  integrity.  Working  groups  establish 
for  the  individual  the  conditions  for  his  rela¬ 
tions  with  other  people.  The  groups  in  which 
working  people  are  members  are  the  groups 
that  make  and  break  morale. 


WORK  GROUPS  AND  WORK 


303 


ORGANIZED  GROUPS  AND  MORALE 

Organized  work  groups  are  the  units 
within  which  zeal  for  work  itself  is  mobilized. 
We  have  already  seen  that  the  organized  work 
groups  are  task  oriented.  The  team,  the  task 
group,  and  the  technological  group  are  the 
ones  that  most  directly  relate  to  work  and 
are,  accordingly,  the  ones  in  which  morale 
about  work  operations  is  sustained.48 

We  can  see  the  general  impact  of  organized 
groups  on  morale  in  two  illustrations.  Both 
examples  involve  establishing  centers  around 
which  group  identification  can  develop  as  a 
basis  for  morale.  The  first  example  deals 
with  the  military  practice  of  using  cadres  in 
activating  new  units.  The  cadres  are  exper¬ 
ienced  men  of  all  ranks  who  form  the  skeleton 
of  a  new  outfit.  They  bring  to  the  new  outfit 
the  necessary  technical  skills.  More  important, 
the  cadres  carry  into  the  new  organization 
abbreviated  work  groups  into  which  can  be 
fitted  additional  soldiers  until  the  unit  is  up 
to  full  strength.  The  importance  of  the  cadres 
lies  precisely  in  the  fact  that  they  are  work 
groups  towards  which  newly  added  soldiers 
can  develop  an  identification.  The  cadre 
system  permits  a  more  rapid  mobilization  of 
a  military  unit  because  it  starts  the  new  organ¬ 
ization  with  “built-in”  work  groups  that  carry 
existing  systems  for  getting  work  done,  and 
the  necessary  conduct  standards  governing 
interpersonal  relations.  Military  experience 
confirms  the  efficiency  of  the  cadre  system, 
especially  when  it  is  contrasted  with  a  system 
of  individual  recruitment  into  organizations 
that  exist  only  on  paper. 

The  second  illustration  deals  with  the  fluid 
personnel  situation  in  California  aircraft  plants 
during  World  War  II.  Mayo  and  Lombard 
have  reported  significantly  higher  morale  in 
departments  where  there  existed  organized 


work  groups  in  contrast  with  other  depart- 
mens  where  such  groups  were  not  adequately 
organized.49  Their  conclusion  is  that  the  zeal 
for  work  was  very  much  higher  among  work¬ 
ers  where  recognizable  group  affiliations  had 
developed.  This  conclusion  has  been  borne 
out  by  other  studies,  notably  Whyte’s  analysis 
of  restaurant  workers,50  Archibald’s  study  of 
shipyard  work  groups,51  Argyris’  analysis  of 
bank  employees,52  Ellsworth’s  study  of  a  New 
England  factory,53  Jacques’  report  on  an  Eng¬ 
lish  factory,54  and  Lombard’s  study  of  sales¬ 
people.55 

Organized  work  groups  have  their  origin 
in  the  technological  need  for  people  to  work 
intimately  with  each  other,  and  to  depend  on 
each  other  to  get  tasks  accomplished.  This 
technical  dependence  creates  a  genuine  social 
group  within  which  develops  shared  goals  and 
shared  enthusiasm  for  work. 


VOLUNTARY  GROUPS  AND  MORALE 

Voluntary  work  groups  affect  morale  in 
the  non-technical  areas  of  human  association 
at  work.  We  have  already  seen  that  an  im¬ 
portant  facet  of  working  behavior  is  the  de¬ 
velopment  of  relations  with  other  people  on 
an  easy-going  basis.  This  is  done  primarily 
within  voluntary  work  groups. 

The  significant  contribution  of  voluntary 
group  life  is  to  give  the  individual  a  feeling  of 
zeal  about  himself  as  a  person  and  his  place 
as  a  personality  in  association  with  others. 
The  voluntary  group  is  the  locale  within 
which  the  person  feels  good  about  himself 
because  others  feel  that  he  is  important,  or 
necessary,  or  at  least  desirable  as  an  associate. 
In  short,  the  voluntary  group  maintains  a 
person’s  morale  about  himself  by  according 
him  the  respect  of  fellow  workers. 


SOCIAL  GROUPS  AND  WORK 

Up  to  this  point  we  have  been  discussing  is  completely  true.  We  now  have  to  face  the 

the  social  groups  of  work  as  though  they  issue  of  how  the  different  kinds  of  social 

were  independent  of  each  other.  Furthermore,  groups  fit  together.  We  also  want  to  know  why 

we  have  made  an  implicit  assumption  that  certain  kinds  of  organized  groups  are  not 

the  person  operates  in  only  one  social  group  at  accompanied  by  complementary  voluntary 

a  time.  Obviously,  neither  of  these  conditions  groups,  while  others  are. 
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We  can  start  our  analysis  of  the  relation¬ 
ships  between  types  of  social  groups  at  work 
by  recalling  that  these  groups  have  two  areas 
of  primary  importance.  The  groups  are  either 
related  to  getting  work  done,  or  they  function 
to  provide  the  environment  for  human  socia¬ 
bility.  Organized  groups  are  work  oriented — 
they  are  organized  to  perform  productive 
operations.  Voluntary  groups  develop  in  re¬ 
sponse  to  the  need  for  easy-going  human  as¬ 
sociations.56 


part  of  Chart  16.1,  centering  attention  on  the 
relationships  among  organized  and  voluntary 
groups. 

In  the  most  general  case,  we  expect  that 
working  people  will  limit  their  group  affilia¬ 
tions  to  as  few  as  possible,  providing  those 
chosen  satisfy  both  the  needs  for  working  co¬ 
operation  and  the  needs  for  sociability.  If  the 
work  group  satisfies  only  the  production  re¬ 
quirement,  then  we  predict  that  additional 
groups  will  be  formed  to  take  care  of  the 


CHART  16.1 

ORGANIZED  AND  VOLUNTARY  WORK  GROUPS  COMPLEMENT  EACH  OTHER 


Pair 


Triad 


Primary 

Association 


Clique 


In  chart  16.1  the  distinction  between  organ¬ 
ized  and  voluntary  social  groups  is  set  forth. 
The  team,  task,  and  technological  groups  are 
shown  as  imbedded  in  the  work  of  the  organi¬ 
zation.  The  voluntary  groups  of  the  pair, 
triad,  and  primary  association  are  shown  as 
functioning  to  satisfy  the  needs  for  human 
sociability.  The  clique  is  pictured  as  a  separate 
voluntary  group  that  has  an  impact  on  the 
work  organization.  Indeed,  it  is  pictured  as 
“bending”  or  changing  the  “shape”  of  the 
organization.  We  will  analyze  this  feature  of 
the  clique  after  we  have  discussed  the  major 


needs  for  sociability.  This  gives  us  a  dynamic 
way  of  expressing  the  most  general  connections 
between  organized  and  voluntary  groups  at 
work.57 

We  now  have  to  ask  which  of  the  organized 
groups  are  most  likely  to  provide  opportunities 
for  sociability;  and  which  organized  groups 
minimize  such  opportunities.  The  answer  will 
tell  us  the  circumstances  under  which  volun¬ 
tary  groups  will  develop  in  the  work  organiza¬ 
tion. 

There  are  two  basic  features  of  Chart  16.1 
whose  analysis  gives  us  the  key  to  understand- 
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ing  the  connections  between  organized  and 
voluntary  groups.  It  will  be  noted,  first,  that 
each  of  the  organized  groups  is  outlined  differ¬ 
ently  to  suggest  differences  in  the  degree  to 
which  working  behavior  is  specified  by  the 
work  organization  rather  than  determined 
by  the  workers.  It  will  be  observed  next  that 
the  width  of  the  arrows  going  towards  volun¬ 
tary  groups  varies,  to  indicate,  as  the  arrow 
gets  larger,  that  there  is  a  greater  likelihood 
of  voluntary  groups  being  formed. 

The  team  group  is  pictured  as  having  a 
relatively  open  boundary  with  respect  to  its 


boundary  determining  behavior  of  its  mem¬ 
bers  somewhat  more  restricted  than  the  team. 
These  restrictions  are  imposed  by  the  tech¬ 
nology  of  work  and  the  degree  to  which  work 
activities  are  specified  by  the  work  organiza¬ 
tion.  The  limitation  on  behavior  that  forces 
attention  on  work  activities  generates  a  strong 
tendency  for  members  of  a  task  group  to  form 
voluntary  groups  to  provide  easy-going  social 
relations.  Consequently,  a  broader  arrow  con¬ 
nects  task  groups  with  voluntary  groups.  This 
indicates  that  there  is  much  greater  likelihood 
that  paralleling  voluntary  groups  will  ac- 


CHART  16.2 


FRIENDSHIPS  SHOWED  PAIRS,  A  TRIAD,  AND  A  PRIMARY  ASSOCIATION  IN  BANK  WIRING  ROOM 


behavior.  That  is,  the  team  has  maximum 
autonomy  in  determining  group  activities,  as 
has  been  pointed  out  in  Chapter  6  and  in  the 
earlier  sections  of  this  chapter.  Consequently 
there  is  greater  opportunity  for  its  members 
to  develop  interactions  with  each  other  that 
take  care  of  the  needs  of  sociability  as  well 
as  the  needs  for  getting  work  done.  The  re¬ 
sult  is  that  the  team,  as  an  organized  group, 
has  a  high  probability  of  developing  charcter- 
istics  of  a  voluntary  group  among  an  identical 
membership.  The  organized  team  group  itself 
will  then  display  all  of  the  characteristics  of 
a  voluntary  group.  For  analytical  purposes 
the  team  turns  out  to  be  both  an  organized 
and  a  voluntary  group  at  the  same  time.  Hence, 
only  a  narrow  arrow  connects  the  team  with 
the  voluntary  social  groups  of  work,  indicat¬ 
ing  that  team  groups  will  not  ordinarily  have 
complementary  voluntary  groups  associated 
with  them. 

The  task  group  is  pictured  as  having  a 


company  working  task  groups. 

The  most  adequately  studied  example  of 
the  development  of  voluntary  social  groups 
associated  with  task  groups  is  to  be  found 
in  the  Western  Electric  researches.58  In  the 
Bank  Wiring  Room,  in  particular,  it  was  dem¬ 
onstrated  that  pairs,  triads,  and  primary  asso¬ 
ciations  did  develop  alongside  the  task  groups. 
These  are  illustrated  in  Chart  16.2  where  the 
voluntary  groups  are  shown  as  closed  figures 
encircling  their  members,  who  are  shown  in 
their  actual  work  stations.  Some  sociometric 
studies  of  people  at  work  have  demonstrated 
this  same  characteristic  finding.59 

The  technological  group,  whose  classic  ex¬ 
ample  is  the  continuous  production  line,  is 
pictured  in  Chart  16.1  as  having  the  most 
closed  or  restrictive  boundary  surrounding 
the  behavior  of  its  members.  Here  the  limits 
on  behavior  are  set  almost  exclusively  by 
technological  requirements.  Opportunities  for 
voluntary  social  interaction  are  severely  lim- 
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ited.  The  consequence  is  that  the  broadest 
arrow  is  shown  connecting  technological 
groups  with  voluntary  social  groups.  That  is, 
in  technological  groups,  extremely  strong  pres¬ 
sures  will  develop  for  the  formation  of  vol¬ 
untary  groups.  We  can  be  almost  certain  that 
most  members  of  a  technological  work  group 
will  have  one  or  more  voluntary  social  groups 
within  which  they  spend  a  part  of  their  work¬ 
ing  time. 

Another  feature  of  Chart  16.2  is  the  sug¬ 
gestion  that  the  organized  work  groups  tend  to 
be  associated  with  different  kinds  of  voluntary 
groups.  It  will  be  noted  that  the  pair  is  sug¬ 
gested  as  the  more  characteristic  voluntary 
social  group  to  be  developed  among  mem¬ 
bers  of  an  organized  team.  From  a  task  group 
it  is  probable  that  a  pair,  triad,  or  primary  as¬ 
sociation  may  develop  as  the  characteristic 
voluntary  group  paralleling  it.  Out  of  a  tech¬ 
nological  group  it  is  probable  that  the  prin¬ 
cipal  forms  of  voluntary  social  groups  will  be 
the  triad  and  the  primary  association.  We  have 
no  direct  evidence  to  support  these  conclu¬ 
sions  so  they  must  be  suggestions. 

There  is  an  interesting  relationship  between 
the  size  of  a  voluntary  social  group  at  work 
and  upward  mobility.  For  people  who  want 
to  “get  ahead”  there  is  an  important  problem 
of  how  to  break  the  social  ties  with  colleagues 
left  behind.  These  ties  must  generally  be 
broken,  because  promotion  does  mean  new 
status  and  authority.  This  creates  barriers  to 
continued  association  with  former  friends  who 
now  rank  lower. 

We  would,  therefore,  expect  that  upwardly 
mobile  people  in  work  organization  would 
tend  to  participate  in  smaller  voluntary  social 
groups  than  would  be  true  for  less  mobile 
people.  There  are  two  reasons  for  this.  In  the 
first  place,  it  may  be  easier  to  break  intimate 
social  relations  if  they  are  with  fewer  people. 
In  the  second  place,  a  smaller  group  is  more 
protective  in  concealing  the  ambitions  of  its 
members.  Peers  are  likely  to  be  contemptuous 
of  overly  ambitious  associates  who  proclaim 
their  intentions  far  in  advance  of  possible  ac¬ 
complishment.  In  a  smaller  social  group,  the 
chances  of  revealing,  publicly,  ambitions  to 
get  ahead  may  be  lessened  by  limiting  the 
number  of  people  who  have  this  knowledge. 


Furthermore,  as  we  have  seen  in  Chapter  6, 
the  members  of  a  pair  and  triad  are  likely  to 
consider  their  association  as  relatively  confi¬ 
dential  in  nature,  and  therefore  to  view  confi¬ 
dences  as  privileged  information.  We  may  then 
conclude  that  upwardly  mobile  people  are 
likely  to  be  members  of  small  social  groups  at 
work,  although  they  may  belong  to  large  pri¬ 
mary  associations  in  the  community. 

We  now  have  a  picture  of  a  man  at  work 
living  his  working  hours  in  two  general  kinds 
of  social  groups.  With  the  exception  of  a 
few  people  who  work  absolutely  alone,  the 
vast  majority  of  industrial  and  commercial 
employees  are  members  of  organized  work 
groups.  If  a  person  is  a  member  of  a  working 
team  he  may  find  his  full  social  life  at  work 
caught  up  in  his  total  associations  with  team 
members.  If  the  working  individual  operates 
in  a  task  group  or  a  technological  group,  and 
the  bulk  of  them  are  members  of  such  organ¬ 
ized  work  groups,  then  the  social  life  at  work 
most  likely  takes  place  in  both  an  organized 
group  and  one  or  more  paralleling  voluntary 
groups. 

Returning  now  to  the  clique,  which  is  also 
pictured  in  Chart  16.1,  it  will  be  noted  that 
this  voluntary  social  group  is  shown  as  di¬ 
vorced  from  both  the  work  realm  and  the 
sociability  realm.  In  Chapter  6  and  the  early 
portions  of  this  chapter  we  have  indicated  why. 
The  clique  is  a  voluntary  group  whose  purpose 
is  to  affect  some  operating  aspect  of  the  work 
organization. 

The  clique  arises  as  a  voluntary  grouping 
of  work  organization  members.  This  group 
has  limited  goals  of  seeking  authority  for  its 
leaders,  or  seeking  some  change  in  organiza¬ 
tion  practices  that  will  benefit  members.  Its 
successful  operation  changes  the  organization, 
by  changing  some  of  its  authority  holders  or 
operating  practices.  Although  the  clique  is  a 
voluntary  group,  it  is  different  in  its  compo¬ 
sition,  the  bond  uniting  members,  and  its 
functions,  from  the  other  voluntary  social 
groups  at  work.  The  organizational  conse¬ 
quence  of  a  clique  is  that  it  threatens  the  sta¬ 
bility  of  the  organization  by  its  combative  and 
divisive  tactics.  Hence  we  have  pictured  the 
clique  as  “changing  the  shape”  of  the  work 
organization. 
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A  technological  group  in  which  management  policy  can  make  the  greatest  differ¬ 
ence  between  group  cooperation  or  antagonism.  In  this  plant  management  had 
simple  and  relatively  free  rules  about  talking  and  "relaxing  while  working." 
Other  kinds  of  management  might  attempt  to  hold  a  tight  rein  on  discipline  above 
and  beyond  the  natural  discipline  determined  by  the  flow  of  work  with  a  high 
probability  that  antagonism  among  workers  would  develop. 


SOCIAL  GROUPS  AND  COOPERATION 


It  is  one  of  the  continuing  management 
problems  of  any  work  organization  to  mobilize 
the  social  groups  of  work  for  cooperation  with 
organization  plans  and  goals.  Such  cooperation 
is  not  automatically  “built  into”  the  work  or¬ 
ganization.60 

Organized  work  groups  exist  to  carry  out 
productive  operations.  Consequently  they  start 
out  with  the  opportunity  for  cooperation  at 
the  minimum  level  of  being  motivated  to  ful¬ 
fill  the  tasks  set  by  management.  Their  very 
reasons  for  existence  can  only  be  to  perform 
the  allotted  tasks. 

We  have  already  seen,  however,  that  morale 
in  organized  work  groups  is  a  product  of  in¬ 
teraction  among  their  members.  This  suggests 
that  an  important  management  objective  for 
organized  groups  is  to  provide  the  environ¬ 
mental  conditions  for  developing  high  morale 


directed  toward  achieving  working  goals.  Man¬ 
agement  actions  threatening  group  unity  may 
lower  morale  or  turn  worker  zeal  against  the 
organization.  Actions  like  frequent  personnel 
changes  or  transfers,  rapid  and  unexplained 
changes  in  working  assignments,  and  restrictive 
rules  for  personal  behavior  may  have  unfort¬ 
unate  morale  consequences  by  lowering  the 
over-all  coperation  with  management  object¬ 
ives.  An  over-emphasis  on  technical  needs  of 
production  may  work  against  the  development 
of  high  morale  in  organized  work  groups. 

Voluntary  social  groups  at  work  do  not 
ordinarily  focus  attention  on  the  organization 
except,  of  course,  for  the  clique.  In  the  case 
of  pairs,  triads,  and  primary  associations,  man¬ 
agement  should  make  sure  that  its  policies 
are  not  directed  at,  or  unwittingly  result  in, 
limiting  opportunities  for  development  of  easy- 
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going  social  relations.  For  example,  manage¬ 
ment  may  impose  barriers  to  voluntary  group 
development  by  forbidding  talking,  mild  horse¬ 
play,  or  other  communication  during  work  and 
rest  periods.  This  can  antagonize  workers.  As 
their  voluntary  groups  develop,  and  they  will 
in  spite  of  management  efforts  to  stamp  them 
out,  attention  will  focus  on  management  inade¬ 
quacies.  There  will  be  a  consequent  loss  in 
the  opportunity  for  cooperation  with,  or  at 
least  neutrality  toward,  management. 

It  is  probably  most  effective  to  consider 
the  cooperation  of  voluntary  groups  as  a  rel¬ 
atively  unattainable  goal,  primarily  because 
such  groups  do  not  have  a  natural  focus  of 
attention  on  organization  activities.  At  best, 


SOCIAL  GROUPS 

It  is  not  within  the  scope  of  usual  manage¬ 
ment  thinking  to  accept  as  realistic  the  possi¬ 
bility  that  employees  can  be  neutral  towards 
the  organization  paying  their  wages  and  sala¬ 
ries.  Management  hopes  for  active  coopera¬ 
tion,  and  combats  antagonism.  A  middle  po¬ 
sition  of  neutrality  is  viewed  as  untenable 
—employees  should  be  cooperative,  and  must 
not  be  antagonistic.61 

Let  us  examine  the  constructive  features  of 
employee  neutrality.  The  voluntary  groups  of 
a  work  organization  concern  themselves  with 
human  sociability.  Sociability  is  not  limited 
as  to  subject  matter,  ranging  across  the  entire 
spectrum  of  human  experience.  If  opportun¬ 
ities  for  sociability  are  necessary,  and  therefore 
naturally  develop  in  voluntary  work  groups, 
is  there  anything  to  be  gained  by  manage¬ 
ment’s  efforts  to  limit  sociable  discourse  and 
interaction?  Particularly,  is  anything  to  be 
gained  by  trying  to  limit  the  content  of 
sociability  at  work  to  working  interests?  The 
answer  seems  to  be  clearly  in  the  negative. 

Citizens  of  a  modern  urban-industrial  so¬ 
ciety  have  ample  opportunity  for  non-work 
interests.  Organized  sports,  movies,  TV,  poli¬ 
tics,  public  and  personal  scandals,  sex,  and 
individual  experiences  are  lively  objects  of 


management  is  well  advised  to  recognize  the 
inevitability  of  their  appearance,  and  to  seek 
to  minimize  their  potential  antagonism.  This 
can  be  done  by  examining  personnel  and  pro¬ 
duction  policies  to  determine  if  they  impede 
the  natural  development  or  operation  of  vol¬ 
untary  social  groups.  If  the  policies  will  have 
such  effects,  then  they  should  be  re-examined 
on  the  grounds  that  such  consequences  are 
undesirable. 

The  clique  is  by  nature  an  antagonistic 
group.  There  is  no  way,  short  of  destruction 
of  a  clique,  to  substitute  cooperation  for  an¬ 
tagonism.  We  will  examine  the  antagonistic 
character  of  the  clique  in  a  following  section 
of  this  chapter. 


AND  NEUTRALITY 

interest  that  typically  enter  into  normal  social 
relations.  Recreation  and  play  activities  of  the 
group  itself  are  other  objects  of  genuine 
interest.  These  are  the  things  that  occupy  the 
attention  of  people  in  voluntary  social  rela¬ 
tions.  All  of  these  objects  of  attention  are 
neutral  with  respect  to  the  work  organization. 

It  may  be  undesirable  for  management, 
therefore,  to  take  every  opportunity  to  point 
out  connections  between  the  work  organiza¬ 
tion  and  the  usual  subjects  of  employee  dis¬ 
course. 

It  may  be  even  worse  yet  to  try  to  limit 
the  discourse  to  work-related  subjects.  Man¬ 
agement  can  afford  to  accept  employee  neu¬ 
trality,  and  may  profit  by  its  very  existence. 
Just  to  take  one  example,  the  disastrous  at¬ 
tempts  by  management  to  influence  voting 
behavior  of  employees,  especially  during  the 
New  Deal  days,  produced  strong  reactions 
against  management.  Management  tried  to 
influence  elections  by  urging  loyalty  to  its 
position.  The  elections  were  lost,  but  more 
important,  so  was  employee  loyalty.  It  would 
have  strained  employee  loyalty  much  less  for 
management  to  have  accepted  employee  neu¬ 
trality  toward  it,  regardless  of  the  outcome  of 
elections. 
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SOCIAL  GROUPS  AND  ANTAGONISM 


Antagonism  of  work  groups  toward  their 
employing  organizations  has  received  the  most 
attention  in  the  literature.  In  particular,  sabo¬ 
tage  of  output  has  been  studied  as  a  typical 
consequence  of  effective  group  action.  It  is 
perhaps  for  this  reason  that  many  managers 
fear  the  social  groups  in  their  organizations 
and  seek  to  stamp  them  out. 

An  important  question  arises  with  respect 
to  antagonism.  Is  it  possible  to  sustain  oppo¬ 
sition  to  your  environment  for  long  periods  of 
time?  Does  opposition  arise  only  when  the 
environment  is  viewed  as  undesirable? 

Maintaining  a  long-term  position  of  oppo¬ 
sition  is  difficult  under  most  circumstances. 
People  find  it  hard  to  maintain  the  emotional 
indignation  that  is  necessary  for  long  periods 
of  time.  Antagonism  for  its  own  sake  is  not 
easy  to  sustain. 

This  suggests  that  when  antagonism  is  en¬ 
countered  in  a  social  group  at  work,  some  real 
and  subjectively  important  cause  exists  for 
it.  Something  is  wrong  in  the  environment  of 
the  group,  and  its  members  are  reacting 
strongly  against  it.  For  example,  when  workers 
restrict  their  output,  studies  show  that  there 
is  an  underlying  and  shared  basis  of  dissatis¬ 
faction  leading  to  this  kind  of  anti-organiza¬ 
tion  behavior.62  Workers  allege  that  manage¬ 
ment  might  lower  the  pay  per  unit  if  output  is 
increased,  that  the  work  will  be  given  to  fewer 


workers  to  do,  or  that  management  is  not 
willing  to  share  with  employees  the  income 
from  increased  output.  These  are  real  bones  of 
contention,  but  only  when  they  lead  to  gen¬ 
uinely  felt  dissatisfaction  is  antagonism  dis¬ 
played  toward  the  organization  and  its  goals. 
The  removal  of  the  sources  of  dissatisfaction 
can  turn  the  antagonism  into  neutrality,  or 
even  cooperation. 

The  clique  is  a  special  case  of  a  voluntary 
group  that  exists  only  to  buck  the  organiza¬ 
tion.  Cliques  and  their  leaders  are  relatively 
easy  to  recognize.  They  are  a  special  kind  of 
management  problem.  The  counter-moves 
against  a  clique  may  include  forming  a  clique 
among  present  management  to  fight  the  usur¬ 
pers.  This  leads  to  a  head-on  struggle. 

Another  move  is  to  coopt  clique  leaders 
into  management  and  thus  destroy  the  group, 
as  we  have  already  pointed  out.  Finally,  justi¬ 
fiable  goals  or  programs  of  cliques  may  result 
in  management  changes  to  satisfy  them.  The 
struggling  clique  may  actually  win  the  battle 
with  present  management  and  take  over  the 
whole  organization,  or  parts  of  it.  Cliques 
are  the  only  kinds  of  social  groups  in  the  work 
organization  that  have  avowedly  antagonistic 
objectives.  They  are  not  always  present  in  an 
organization.  When  they  do  arise  an  inevitable 
struggle  will  result. 


MEN,  GROUPS,  AND  WORK 


In  this  chapter  we  have  analyzed  the  com¬ 
plicated  relationships  between  men  at  work, 
their  groups,  and  consequences  for  output  and 
working  behavior.  It  is  clear  that  we  cannot 
understand  working  behavior  unless  we  see 
it  as  taking  place  in  work  groups. 

Of  special  significance  is  the  distinction 
drawn  between  voluntary  groups  and  organized 
groups  in  the  workplace.  On  the  basis  of  this 
distinction  we  can  see  that  the  group  life  of 
workers  has  different  functions  depending  on 
whether  it  is  a  required  association  in  an  or¬ 


ganized  group,  or  a  freely  chosen  association 
in  a  voluntary  group. 

We  have  also  seen  that  the  two  kinds  of 
social  groups  in  the  workplace  are  intercon¬ 
nected.  If  the  organized  group  does  not  pro¬ 
vide  a  sufficient  amount  or  satisfying  quality 
of  easy  primary  relations,  then  voluntary 
groups  will  be  formed  to  provide  oportunities 
for  sociability. 

Groups  in  which  men  work  are  important 
for  their  behavior.  This  is  true  at  all  levels  of 
work  organizations. 
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NOTES  FOR  CHAPTER  16 


1  Two  summary  volumes  are  pertinent  in  the 
analysis  of  small  group  behavior.  Both  volumes  em¬ 
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as  constituent  parts  of  formal  organizations.  Dorwin 
Cartwright  and  Alvin  Zander,  Group  Dynamics:  Re¬ 
search  and  Theory  (Evanston:  Row,  Peterson  and 
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Part  III,  “Group  Pressures  and  Group  Standards”; 
and  Paul  Hare,  E.  F.  Borgatta,  and  R.  F.  Bales, 
Small  Groups:  Studies  in  Social  Interaction  (New 
York:  Alfred  A.  Knopf,  Inc.,  1955),  especially  the 
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5  Cf. :  J.  B.  Knox,  “Productivity  and  Human  Re¬ 
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trial  Productivity  (Champaign:  Industrial  Relations 
Research  Association,  1951),  pp.  50-75. 
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relations  in  industry  and  who  have  developed  train¬ 
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developing  individual  initiative  in  the  social  group 
situation.  See  for  example  N.  R.  F.  Maier,  Principles 
of  Human  Relations:  Application  to  Managment 
(New  York:  John  Wiley  and  Sons,  1952). 
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lyzed  data  on  social  group  behavior  in  industry  is 
contained  in  T.  N.  Whitehead,  The  Industrial  Work¬ 
er:  A  Statistical  Study  of  Human  Relations  in  a 
Group  of  Manual  Workers,  2  Volumes  (Cambridge: 
Harvard  University  Press,  1938).  This  is  the  statisti¬ 
cal  data  of  the  Hawthorne  researches  in  the  Western 
Electric  Company.  The  measured  interactions  be¬ 
tween  workers  reveal  the  social  groups  among  them. 
The  bases  on  which  connections  are  established  and 
maintained  between  given  individuals  strongly  sug¬ 
gest  that  interaction  in  social  groups  at  work  serves 
to  organize  social  relations. 


8  Probably  the  best  single  test  of  the  fact  that 
organized  social  groups  develop  effectiveness  in  task 
performance  in  spite  of  the  arbitrary  manner  in 
which  their  membership  is  constituted  is  reported 
in  F.  E.  Fiedler,  “Assumed  Similarity  Measures  as 
Predictors  of  Team  Effectiveness,”  Journal  of  Ab¬ 
normal  and  Social  Psychology ,  49:381-388  (July, 
1954).  Dr.  Fiedler  concluded  that  basketball  teams 
and  land  survey  teams  were  more  effective  if  there 
were  not  strong  ties  of  personal  attachment  among 
their  members.  In  our  framework,  this  amounts  to 
saying  that  the  coincidence  of  an  organized  and 
smaller  voluntary  social  group  among  the  same 
members  may  tend  to  cancel  out  group  effectiveness. 

9  See  in  this  connection  P.  H.  M.  King,  “Task 
Perception  and  Interpersonal  Relations  in  Industrial 
Training,”  Human  Relations,  1:121-130  (1947); 
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10  This  is  the  general  point  made  in  Ronald 
Lippitt  and  L.  Bradford,  “Building  a  Democratic 
Work  Group,”  Personnel,  22:1-12  (January,  1945). 
See  also  R.  Marriott,  “Socio-Psychological  Factors 
in  Productivity,”  Occupational  Psychology,  25:15-24 
(January,  1951). 

11  Henry  Kraus,  The  Many  and  the  Few  (Los 
Angeles:  The  Plantin  Press,  1947),  pp.  47-55. 

12  A  particularly  fine  study  of  the  self-elaboration 
of  the  social  group  authority  and  status  systems  is 
contained  in  G.  C.  Homans,  “The  Cash  Posters:  A 
Study  of  a  Group  of  Working  Girls,”  American 
Sociological  Review,  19:724-733  (December,  1954). 

13  The  best  single  study  of  verbal  interaction  in 
voluntary  work  groups  is  an  analysis  of  Italian  work¬ 
ers.  It  was  found  that  politics,  sports,  and  women 
were  the  subjects  of  conversation  that  served  most 
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“Sociological  Factors  in  the  Structuring  of  Workers’ 
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is  A.  B.  Horsfall  and  C.  M.  Arensberg,  “Teamwork 
and  Productivity  in  a  Shoe  Factory,”  Human  Organ¬ 
ization,  8:13-25  (Winter,  1949).  The  authors  give 
a  quantitative  demonstration  that  there  is  a  limit  be¬ 
yond  which  an  increase  in  informal  social  relations 
does  not  produce  a  corresponding  increase  in  pro¬ 
ductivity.  Our  own  interpretation  is  clear.  Volun- 
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tary  social  relations  are  not  work-directed,  and 
therefore  a  significant  increase  in  their  amount  would 
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18  In  this  connection  see  B.  M.  Selekman,  “Resist¬ 
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Leonard  Sayles,  Technology  and  Work  Group  Be¬ 
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A  grievance  is  the  occasion  for  union  demands  that  the  company  do  something  about  an 
employee  complaint.  A  great  deal  of  day-to-day  collective  bargaining  is  devoted  to  regular 
grievance  meetings  between  company  and  union  representatives,  like  this  one  in  an 
automobile  plant. 


Chapter 


DISCONTENTS  AND  GRIEVANCES 


|n  this  chapter  we  are  concerned  with  what 
happens  when  the  individual  worker  fails  to 
establish  an  adequate  adjustment  to  his  work¬ 
ing  environment.  He  may  become  discontented 
with  his  work,  and  if  he  remains  in  the  or¬ 
ganization,  his  behavior  may  constitute  a  very 
real  problem  for  his  supervisors.  If  he  quits 
work,  then  the  need  for  finding  a  replacement 
entails  other  kinds  of  administrative  problems. 
Either  way,  individual  discontents  are  some¬ 
thing  to  be  taken  seriously. 

The  first  general  problem  has  to  do  with 
adjusting  a  working  person  in  his  working  en¬ 
vironment.  Analysis  of  this  problem  views  in¬ 
dividual  behavior  as  the  result  of  personality 
factors  and  environmental  working  conditions 
interacting  on  each  other.  The  general  mech¬ 


anism  used  to  adjust  the  person  in  his  working 
environment  is  the  grievance  procedure. 

A  second  mode  of  handling  working  discon¬ 
tents  tackles  the  problem  of  adjusting  the 
working  person  to  his  working  environment. 
This  approach  considers  the  working  environ¬ 
ment  as  relatively  stable  and  unchanging.  At¬ 
tention  is  focused  on  better  adjustment  of  the 
worker  so  that  he  may  fit  more  adequately 
into  that  environment.  The  major  devices 
used  in  adjusting  the  worker  to  his  working 
environment  are  personal  counseling  and  em¬ 
ployee  services.  We  will  deal  first  with  the 
grievance  process.  In  the  last  section  we  will 
turn  to  a  consideration  of  personal  discontents 
that  may  be  handled  through  counseling  and 
employee  services. 
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The  grievance  procedure  handles  employee 
problems  arising  from  administration  of  estab¬ 
lished  personnel  policy.  This  point  is  crucial 
in  defining  the  area  in  which  the  grievance 
procedure  operates.  A  grievance  is  an  expres¬ 
sion  of  discontent  with  the  ways  in  which  rules 
governing  the  work  force  are  administered. 

A  grievance  procedure  is  a  formal  system 
of  steps  through  which  a  complaining  worker 
can  take  his  discontent  to  successively  higher 
levels  of  management.  Most  grievance  pro¬ 
cedures  require  that  the  discontented  worker 
write  down  his  grievance  and  present  it  to  his 
foreman.  In  all  unionized  plants  this  usually 
means  the  union  grievance  man  writes  up  the 
grievance  and  takes  it  up  with  the  foreman. 
Failing  to  get  satisfaction  from  the  foreman, 
he  has  automatic  right  of  appeal  to  a  next 
higher  level  of  management.  This  appeal 
process  may  go  on  as  far  as  the  company  pres¬ 
ident— or  to  an  impartial  arbitrator  if  one  is 
provided  as  the  last  step  in  the  grievance  pro¬ 
cedure.  In  short,  the  grievance  procedure 
formalizes  and  makes  automatic  the  right  of 
appeal  over  the  head  of  a  supervisor  whose  de¬ 
cision  is  disputed  by  a  subordinate. 

A  grievance  procedure  revolutionizes  the 
exercise  of  authority  in  business  enterprises. 
In  particular,  it  limits  the  “last  word”  that  the 
authority  holder  can  have  in  making  his  de¬ 
cisions  about  subordinates,  and  making  them 
stick.  A  grievance  procedure  gives  a  subord¬ 
inate  a  right,  and  not  merely  an  opportunity, 
to  question  his  supervisor’s  judgement  and 
decision.  Even  beyond  that,  each  employee 
has  the  right  to  question  supervisory  decisions, 
from  any  source,  affecting  personnel  rules  or 
collective  bargaining  provisions.  The  griev¬ 
ance  procedure  of  modem  industry  has  been 
the  most  important  single  factor  in  eliminating 
arbitrary  supervision  by  subjecting  supervisory 
action  and  decision  to  the  right  of  subordinate 
appeal. 

DISCONTENTS  WITH  WORK 

Any  attempt  to  specify  the  area  covered 
by  grievance  procedures  by  listing  subjects 


about  which  grievances  can  arise  is  not  par¬ 
ticularly  revealing.  This  point  has  been  ex¬ 
plicitly  recognized  by  Selekman  in  his  con¬ 
tention  that  the  legalistic  approach  to  the 
handling  of  grievances  defeats  the  very  pur¬ 
pose  for  which  grievance  machinery  is  estab¬ 
lished.  By  the  so-called  legalistic  approach  he 
means  determining  the  legitimacy  of  a  griev¬ 
ance  according  to  a  prior  definition  of  a  griev¬ 
ance  embodied  in  work  rules.  In  contrast, 
Selekman  proposes  a  “clinical”  approach.1 
Selekman’s  clinical  approach  accepts  all  dis¬ 
contents  as  legitimate  grievances.  Any  ways 
used  to  distinguish  among  grievances  help  to 
determine  their  particular  mode  of  settlement.2 

The  late  National  War  Labor  Board  was 
frequently  asked  to  decide  whether  certain 
problems  should  be  treated  as  grievances. 
Affirmative  answers  were  given,  for  example, 
with  respect  to  discharge,3  promotion,4  piece 
rates,5  job  classifications,6  medical  examina¬ 
tions  required  by  the  company,7  and  work 
assignments.8 

Any  subject  can  and  does  come  up  in  the 
grievance  procedure.  For  example,  physical 
conditions  surrounding  a  job  very  often  find 
their  way  into  the  grievance  process.  It  is 
important  to  note  that  when  such  subject  arises 
it  is  always  characterized  by  the  complainant’s 
direct  or  implied  charge  of  maladministration 
of  established  personnel  policy. 

An  illustration  will  make  this  point  clear. 
Employees  complained  about  the  fact  that 
their  buildings  were  uncomfortably  cold.  It 
was  found  that  at  the  time  the  heating  system 
had  been  changed  from  steam  to  hot  water 
these  buildings  were  storerooms.  Since  they 
did  not  require  additional  heat,  the  radiation 
surface  had  not  been  increased.  When  this  lo¬ 
cation  was  used  for  production,  the  fact  that 
the  heat  was  not  up  to  standard  was  over¬ 
looked  until  the  employees’  comments  stimu¬ 
lated  investigation  and  the  condition  was 
corrected.9 

The  workers’  complaint  about  improper 
heating  derives  from  their  comparative  judge¬ 
ment  of  the  heat  in  their  working  space  and 
that  in  other  operating  departments.  Knowing 
or  expecting  that  it  was  company  policy  to 
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provide  a  uniform  level  of  heat,  these  em¬ 
ployees  felt  a  sense  of  discrimination  against 
them.  They  were  admittedly  less  well  off  than 
other  workers  in  the  plant.  The  company  in 
administration  of  its  policy  on  this  point  had 
taken  no  measures  to  correct  the  situation.  It 
made  no  difference  that  the  solution  was  a 
mechanical  one,  and  simple  at  that.  Nobody  in 
management  had  recognized  the  situation  and 
taken  steps  required  by  management  policy 
to  effect  a  remedy. 

A  grievance  may  be  defined  to  include  any 
difference  or  dispute  between  workers  and 
management  arising  out  of  terms  and  con¬ 
ditions  of  employment  usually  outlined  in  a 
collective  bargaining  agreement.  This  con¬ 
ception  of  the  grievance  process  emphasizes 
its  relationship  to  administration  of  work  rules. 
A  typical  example  of  such  a  contract  clause 
is  one  ordered  by  the  National  War  Labor 
Board  in  the  case  of  the  Aluminum  Company 
of  America:  “A  grievance  shall  include  any 
difference  of  opinion  or  dispute  by  the  repre¬ 
sentatives  of  the  Company  and  any  employee 
or  union  representatives,  regarding  the  in¬ 
terpretation  or  operation  of  any  provision  of 
this  agreement.”10 

The  War  Labor  Board  in  the  Montgomery 
Ward  case  went  further  by  declaring  certain 
subjects  outside  the  realm  of  the  grievance 
procedure. 

Grievances,  within  the  meaning  of  the  griev¬ 
ance  procedure,  shall  consist  only  of  disputes 
about  working  conditions,  about  the  interpreta¬ 
tion  and  application  of  particular  clauses  of  this 
agreement,  and  about  alleged  violations  of  the 
agreement,  including  alleged  abuses  of  discretion 
by  supervisors  in  the  treatment  of  employees. 

.  .  .  Changes  in  general  business  practice,  the 
opening  and  closing  of  new  units,  the  choice  of 
personnel  (subject  to  the  seniority  provision), 
the  choice  of  merchandise  to  be  sold,  or  other 
business  questions  of  a  like  nature  not  having  to 
do  directly  and  primarily  with  the  day-to-day 
life  of  the  employees  and  their  relations  with 
their  supervisors,  shall  not  be  subject  to  griev¬ 
ances  and  shall  not  be  arbitrable.  If  any  ques¬ 
tion  arises  as  to  whether  a  particular  dispute  is 
or  is  not  a  grievance  within  the  meaning  of  these 
provisions,  the  question  may  be  taken  up  through 
the  grievance  procedure  and  determined  if  neces¬ 
sary  by  arbitration.11 

Complaints  of  employees  can  also  be  classi¬ 


fied  in  terms  of  their  real  or  imaginary  content. 
Here  attention  is  focused  on  the  problem  of 
verifying  facts  concerning  a  worker’s  discon¬ 
tent.  This  has  been  well  summarized  by  Roeth- 
lisberger  and  Dickson  in  their  analysis  of 
interview  materials  secured  at  the  Hawthorne 
Works  of  the  Western  Electric  Company. 
They  found  one  class  of  complaints  about 
objects  that  could  be  seen  and  touched;  an¬ 
other  about  sensory  experiences  not  dealing 
with  objects  that  could  be  seen  or  touched; 
and  a  third  category  of  discontents  having 
nothing  to  do  with  sensory  experiences.  This 
last  group  falls  into  the  “imaginary”  class.12 

Other  writers  have  followed  this  cue  to 
the  conclusion  that  discontent  can  be  very 
upsetting  to  a  person  regardless  of  whether 
its  source  is  in  real  facts  or  imagined  circum¬ 
stances.13  Such  analysis  is  illuminating,  for 
it  makes  clear  that  there  is  an  objective  order¬ 
ing  of  facts  around  which  discontent  arises. 

There  is  one  point  invariably  overlooked  in 
emphasizing  the  need  for  getting  at  the  “real” 
cause  of  grievances.  Grievances  arise  in  a 
plant  situation.  This  means  that  they  are 
related  to  the  framework  of  established  per¬ 
sonnel  policy  and  rules,  as  extended  or  mod¬ 
ified  through  collective  bargaining. 

The  body  of  rules  governing  operations  of 
the  enterprise  are  the  social  reality  giving 
meaning  to  a  worker’s  complaint  or  grievance. 
To  be  real  to  the  plant  situation  a  grievance 
must  be  phrased  in  the  plant  context.  Let  us 
take  a  simple  example.  It  would  be  unthink¬ 
able  to  the  employee  and  meaningless  to  the 
company  to  file  a  grievance  stating:  “My  wife 
thinks  we  ought  to  have  more  money  and  nags 
me  about  it.  Therefore,  I  am  entitled  to  a 
raise.”  This  may  very  well  be  the  “true”  reason 
for  the  employee’s  discontent  and  desire  for 
a  wage  raise.  Just  exactly  what  can  the  com¬ 
pany  do  about  it?  Obviously  the  problem  is 
outside  the  scope  of  company  action.  If  this 
same  man  phrases  his  grievance  as:  “I  am 
doing  work  of  a  higher  job  classification  and 
am  entitled  to  more  pay,”  or  “My  work  has 
been  satisfactory  and  I  am  entitled  to  a  merit 
increase,”  then  there  is  a  basis  for  company 
action  on  his  complaint.  He  may  or  may  not 
get  the  raise,  depending  on  whether  his  claim 
can  be  justified  under  the  company  wage  pay¬ 
ment  system.  Even  if  the  first  statement  of  his 
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grievance  contained  the  “true”  cause  of  his 
dissatisfaction,  then,  it  would  not  enable  him 
to  effect  a  change. 

This  serves  again  to  emphasize  the  con¬ 
straints  of  the  “reign  of  rules”  governing  the 
conduct  of  working  people. 

There  is  another  class  of  grievances  only 
ostensibly  expressing  worker  discontent.  One 
example  is  the  instance  where  there  are  com¬ 
peting  factions  within  the  union,  with  some 
of  the  grievance  comitteemen  in  the  faction 
opposed  to  the  top  officers  of  the  local  union. 
It  is  posible  that  such  comitteemen  might  en¬ 
courage  and  file  grievances  of  doubtful  merit, 
intending  to  point  the  finger  of  blame  at  the 
faction  in  power  for  failing  to  win  the  griev¬ 
ance  case.  At  the  same  time,  should  the  case 
be  won,  the  grievance  commiteemen  would  be 
prepared  to  take  credit.  Such  grievances  would 


A  TECHNIQUE  OF 

The  basic  objective  of  personnel  admini¬ 
stration  is  to  provide  means  for  organizing  a 
work  force  to  achieve  fixed  standards  of  pro¬ 
duction.  It  is  necessary  that  the  work  force 
operate  according  to  established  standards, 
which  requires  at  the  least  that  every  employee 
have  an  assigned  job  and  be  trained  to  perform 
that  job.  Standards  of  performance  both  as 
to  quality  and  quantity  can  be  established 
satisfactorily  and  controlled  by  fixing  pro¬ 
duction  schedules  and  inspection  of  product 
for  quality.  The  fields  of  time  and  motion 
study  and  quality  control  through  inspection 
devote  themselves  exclusively  to  these  two 
areas.14 

POLICING  BEHAVIOR 

With  established  standards,  however,  there 
remains  the  problem  of  administering  stand¬ 
ards  of  performance  and  work  rules.  This  ad¬ 
ministrative  problem  provides  a  key  to  under¬ 
standing  the  grievance  procedure’s  function  as 
a  social  control  device.  The  grievance  proced¬ 
ure  serves  the  role  of  providing  an  oppor¬ 
tunity  for  testing  the  administrative  applica¬ 
tion  of  rules  governing  the  work  force.10 

Supervisors  may  make  incorrect  interpre¬ 
tations  of  personnel  rules.  Foremen  may  ignore 


certainly  be  phrased  to  conform  to  the  reality 
of  the  work  situation.  On  their  face  value  they 
would  bear  no  distinguishing  mark  to  indicate 
their  real  purpose.  To  the  company,  without 
special  knowledge  of  internal  union  affairs, 
such  grievances  may  be  handled  in  the  normal 
course  of  events. 

The  simple  illustration  above  suggests  that 
the  basis  for  grievance  decisions  is  sometimes 
broader  than  the  substantive  issues  raised  by 
the  grievance.  Nevertheless,  it  is  true  that 
in  such  a  case  and  in  similar  kinds,  the  real, 
but  unexpressed,  cause  of  the  grievance  is 
related  to  some  aspect  of  the  plant  situation, 
or  the  collective  bargaining  relationship.  In 
this  sense  the  “reality”  of  the  grievance  is 
meaningful  to  work-centered  factors,  and  not 
to  factors  essentially  separate  from  the  work 
situation  as  were  those  in  the  first  example. 


SOCIAL  CONTROL 

established  rules  and  substitute  their  own. 
Situations  may  arise  to  which  the  existing  body 
of  rules  and  regulations  have  no  direct  appli¬ 
cation.  If  a  subordinate  is  subjected  to  what 
he  considers  an  injustice,  he  has  available  to 
him  a  procedure  whereby  a  formal  protest 
can  be  made  with  the  prospect  of  righting 
the  alleged  wrong.  In  grievance  procedure  a 
substantial  substitute  exists  for  protest  action 
that  might  be  injurious  to  the  organization. 

The  administrative  problem  to  which  griev¬ 
ances  are  relevant  has  two  broad  aspects: 
(A)  administration  of  objective  standards  of 
the  employment  contract  or  the  collective 
bargain,  and  (B)  administration  of  the  work 
force  considered  as  a  social  group. 

The  first  problem  includes  a  wide  variety  of 
subjects.  Wage  rates  and  the  wage  payment 
system  are  always  explicitly  set  forth  in  the 
collective  agreement.  Similarly,  the  hours  and 
conditions  of  work  are  established  in  the  union 
contract,  or  company  personnel  policy.  Gen¬ 
erally,  objective  standards  of  the  employment 
contract  cover  those  aspects  of  the  work  re¬ 
lationship  that  can  be  determined  in  advance. 
Furthermore,  management,  union,  and  em¬ 
ployees  have  or  should  have  full  and  equal 
knowledge  of  them. 

The  validity  of  an  employee’s  complaint 
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that  he  suffers  through  administration  of  ob¬ 
jective  employment  standards  can  always  be 
judged  against  the  standards  themselves.  For 
example,  a  worker  claims  he  has  not  received 
all  the  seniority  due  him  on  the  seniority  list. 
His  claim  can  be  checked  against  the  seniority 
clause  of  the  union  agreement.  To  take  an¬ 
other  instance,  an  employee  working  under 
graduated  wage  payment  system  claims  that  he 
did  not  receive  correct  pay.  His  pay  can  be 
recalculated  and  the  justice  of  his  claim  de¬ 
termined  objectively  within  the  rules  of  the 
particular  wage  payment  plan. 


A  union  grievance  committeeman  (in  striped  cover¬ 
alls)  discussing  a  problem  with  a  worker.  This  is  the 
first  and  very  informal  stage  of  "grieving."  Many 
grievances  stop  at  this  stage  as  the  committeeman 
is  able  to  offer  explanations  and  advice,  or  simply 
talk  the  disgruntled  worker  out  of  his  gripe.  If  a 
solid  grievance  is  uncovered,  then  the  committeeman 
is  able  to  mobilize  the  full  resources  of  the  union 
behind  it  to  secure  favorable  consideration  from  the 
company. 


In  the  administration  of  the  work  force  con¬ 
sidered  as  a  social  group,  there  are  two  gen¬ 
eral  types  of  problems  evident.  On  the  one 
hand,  we  must  consider  what  can  be  called  the 
“rules  of  supervision.”  Such  questions  as 
assignment  of  work,  assignment  of  personnel 
to  jobs,  training  of  employees,  and  mainten¬ 
ance  of  the  flow  of  materials  to  work  stations 
all  fall  in  this  category.  Furthermore,  they  all 
involve  a  supervisor’s  organization  of  his 
work  force,  tools,  and  materials  to  establish 
an  ordered  production  unit  capable  of  pro¬ 
ducing  at  the  rate  and  to  the  quality  standards 
set  for  his  unit.  In  this  context  employees 
are  viewed  as  units  in  the  productive  process, 


to  be  organized  in  conjunction  with  machinery 
and  materials. 

Certain  difficulties  occur  from  the  em¬ 
ployees’  standpoint  which  may  give  rise  to 
grievances.  An  employee  on  piece  work  may 
complain  of  excessive  “down  time”  because 
of  improper  flow  of  materials  to  his  work 
station.  The  worker’s  complaint  centers 
around  loss  of  earnings,  but  implicit  in  his 
grievance  is  criticism  of  his  supervisor’s  or¬ 
ganization  of  the  work  unit  which  causes  loss 
of  earnings. 

The  second  major  aspect  of  administration 
of  the  work  force  considered  as  a  social  group 
involves  the  personnel  function  of  the  super¬ 
visor  and  his  role  as  a  leader  of  his  employees. 
A  supervisor  must  evaluate  each  individual 
under  his  supervision.  He  cannot  consider 
them  simply  as  interchangeable  units  within 
his  work  group.  There  is  involved  here  the 
whole  complex  of  personal  relationships  of 
employee  to  employee  and  of  subordinate  to 
superior.  The  worker’s  grievance  in  this  con¬ 
nection  becomes  a  charge  of  discrimination 
by  his  superiors. 

To  the  workers  involved,  a  grievance  pro¬ 
cedure  means  that  a  problem  of  improper 
treatment  can  be  expressed  officially  and  thus 
handled.  It  means  particularly  that  they  can 
seek  redress  beyond  their  immediate  super¬ 
visor.  This  establishes  an  element  of  social 
control  over  the  workers.  Ability  to  give 
formal  expression  to  management  of  a  dis¬ 
satisfaction  substitutes  for  other  ways  that  may 
be  harmful  to  the  firm.  Absenteeism,  labor 
turnover,  and  limitation  of  output  are  some 
undesirable  forms  of  expressed  discontent.16 

The  grievance  procedure  acts  as  a  safety 
valve  that  channels  dissatisfaction  in  a  poten¬ 
tially  constructive  direction.  Of  necessity  there 
must  be  an  expectation  that  a  grievance  will 
be  judged  on  its  merits  and  that  satisfaction 
will  be  achieved  if  the  grievance  is  well 
founded. 

We  have  so  far  considered  the  function  of 
the  grievance  procedure  as  a  control  mechan¬ 
ism  for  management.  The  union  also  has  a 
vital  interest  in  the  grievance  procedure,  as 
indicated  by  the  fact  that  almost  every  union 
contract  contains  some  kind  of  provision  for 
orderly  handling  of  grievances.  Lapp  estimated 
in  1945  that  more  than  50,000  labor  contracts 
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had  some  such  provisions,  and  there  must  be 
many  more  by  now.17 

From  the  union’s  standpoint  it  is  important 
to  become  an  active  party  in  settling  griev¬ 
ances.  Union  participation  establishes  a  rela¬ 
tive  equality  of  power  on  the  side  of  the 
employee  dealing  with  management  in  the 
same  sense  that  this  equality  of  power  is  evi¬ 
denced  in  negotiation  of  the  collective  agree¬ 
ment  itself.  At  the  same  time,  decisions  in 
grievance  cases  become  embodied  in  the  work 
rules  of  the  plant  supplementing  formal  rules 
set  forth  in  the  union  agreement.  “Such  de¬ 
cisions  are  added  to  the  basic  contract,  griev¬ 
ance  procedure,  and  local  decisions.  All  these 
written  records  become  a  part  of  the  gradually 
evolving  body  of  laws  governing  the  Union- 
Employer  relationships.”18  In  order  that  the 
union  maintain  some  control  over  develop- 


with  services  that  the  union  is  able  to  per¬ 
form  for  them.  In  instructions  to  grievance 
committeemen,  the  Steelworkers’  Organizing 
Committee  urged:  “Do  give  everybody  a  civil 
and  courteous  answer.  Every  fellow  employee, 
union  member  or  not,  deserves  a  decent 
reply.  If  he  is  treated  as  a  friend  and  fellow 
worker  and  sympathetically  listened  to,  he 
will  feel  a  lot  more  friendly  towards  the 
Union,  than  he  will  if  given  a  short  unkind 
answer.”  19 

Both  management  and  union  have  a  mutual, 
but  not  identical,  interest  in  using  their  par¬ 
ticipation  in  the  grievance  process  for  control 
purposes.  At  the  same  time  the  union  has  an 
intra-organizational  problem  of  maintaining 
loyalty,  and  thereby  control  of  the  member¬ 
ship,  which  is  also  served  by  participation  in 
the  grievance  process. 


The  union  interest  in  the  grievance  procedure  may  give  rise  to  carefully  planned 
training  programs  to  make  local  union  officials  more  effective  in  handling  shop 
grievances.  Role  playing  is  being  used  in  this  training  session  to  teach  grievance 
handling. 


ment  of  the  body  of  work  rules  it  is  essential 
from  its  viewpoint  that  there  be  union  partici¬ 
pation  on  an  official  basis. 

Where  the  union  does  not  have  a  “union 
shop”  or  “closed  shop”  agreement  with  the 
employer,  the  union’s  participation  in  the 
grievance  process  provides  a  daily  means  for 
impressing  nonmembers  as  well  as  members 


A  SOCIAL  INVENTION 

Some  kind  of  permanent  system  needs  to 
be  established  to  make  the  expression  of  dis¬ 
content  possible  at  any  time  it  is  felt.  We  call 
these  permanent  systems  for  handling  discon¬ 
tent,  grievance  procedures. 

Grievance  procedures  are  a  social  invention. 
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Like  many  other  features  of  modem  work  or¬ 
ganizations,  they  are  of  relatively  recent  origin. 
Lapp  indicates  that  a  few  great  industries 
put  grievance  machinery  into  operation  as 
early  as  1900. 20  In  1892  the  Chicago  Pub¬ 
lishers’  Association  and  the  Typographical 
Union  concluded  an  agreement  providing  that 
all  disputes  arising  out  of  the  interpretation  of 
the  contract  should  be  settled  by  conciliation 
and  arbitration.  This  agreement  was  followed 
on  a  national  scale  in  1901,  when  a  nation¬ 
wide  plan  was  established  between  the  Inter¬ 
national  Typographical  Union  and  the  Ameri¬ 
can  Newspaper  Publishers  Association  for 
settling  grievances.  As  a  result  of  the  great 
Anthracite  Coal  strike  in  1902  and  the  sub¬ 
sequent  report  of  the  President’s  Anthracite 
Coal  Commission,  a  formal  grievance  pro¬ 
cedure  was  established  by  the  Commission  for 
the  hard  coal  industry.  The  flint  glass  industry, 
through  industry-wide  collective  bargaining, 
established  a  grievance  procedure  that  was 
first  introduced  in  1903.  After  the  1910  strike 
in  the  Chicago  clothing  industry,  settlement 
at  the  Hart,  Schaffner  and  Marx  Company 
included  an  elaborate  grievance  procedure 
culminating  in  arbitration  of  unsettled  differ¬ 


ences  by  a  permanent  Board  of  Arbitrations. 

The  subsequent  development  of  formal 
grievance  procedure  for  handling  employee 
discontent  has  generally  paralleled  the  growth 
of  collective  bargaining  and  the  incorporation 
of  terms  of  the  bargain  in  a  labor  contract. 
During  the  1920’s  when  “welfare  capitalism” 
was  the  vogue  and  employee  representation 
plans  the  answer  to  trade  unionism,  most  of 
the  work  of  employee  representatives  was  de¬ 
voted  to  presentation  of  grievances.21 

Handling  employee  discontents  through  a 
grievance  procedure  is  an  important  social  in¬ 
vention  for  institutionalizing  power  relations. 
The  grievance  procedure  does  not  change  the 
nature  of  the  disputes,  nor  does  it  eliminate 
them.  It  does,  however,  provide  a  fixed  and 
permanent  way  of  handling  disputes  revolving 
around  worker  discontents. 

Behavior  is  institutionalized  when  it' be¬ 
comes  established,  recurrent,  and  generally 
accepted.  It  is  very  clear  that  in  the  relation¬ 
ships  between  management  and  men,  and  the 
relationships  between  management  and  union, 
the  grievance  procedure  is  an  institutionalized 
system  of  behavior  for  handling  employee  and 
union  discontents. 


ELEMENTS  OF  THE  GRIEVANCE  PROCESS 


Let  us  examine  in  detail  the  elements  of 
the  grievance  adjustment  process  in  industry 
which  give  it  a  unique  character  as  a  member¬ 
ship  adjustment  process. 

UNION  PROTECTIVE  DEVICE 

The  grievance  adjustment  process  is  pri¬ 
marily  a  device  for  handling  employee  dis¬ 
contents  that  center  in  only  a  portion  of  the 
work  force.22  The  grievance  procedure  pro¬ 
vides  an  effective  substitute  for  direct  action 
by  all  the  work  force  to  get  consideration  and 
solution  of  a  problem  involving  less  than  all 
workers. 

The  union  is  not  called  on  to  marshal  all 
its  forces  and  all  its  power  in  handling  each 
individual  grievance.  In  this  sense  the  griev¬ 
ance  procedure  is  a  union  protective  device. 
It  does  not  have  to  “shoot  the  works”  in 


every  small  case.  Consider  what  would  happen 
to  the  union  if  it  had  to  threaten  a  strike  or 
other  drastic  action,  involving  the  entire  work 
force,  every  time  a  worker  had  a  dispute  over 
a  wage  rate,  or  an  argument  over  company 
discipline  meted  out  to  him.  It  seems  evident 
that  the  membership  as  a  whole  would  soon 
revolt  against  the  uncertainty  involved  in 
constant  mass  action  over  issues  with  which 
few  of  the  workers  were  personally  identified. 

MANAGEMENT  AS  JUDGE 

The  grievance  process  involves  manage¬ 
ment  in  the  role  of  judge.23  A  grievance  char¬ 
acteristically  involves  a  management  decision 
for  its  solution.  It  is  to  management  that 
union  or  individual  worker  turns  with  a  de¬ 
mand  that  the  cause  of  the  grievance  be 
eliminated. 


DISCONTENTS  AND  GRIEVANCES 


321 


Negotiation  of  the  collective  bargaining 
agreement  involves  two  parties,  of  varying 
power  with  respect  to  each  other,  making 
demands  and  counter-proposals.  Administra¬ 
tion  of  the  bargain  places  only  one  party,  man¬ 
agement,  in  the  role  of  the  arbiter  of  disputes 
that  fall  within  the  scope  of  the  grievance 
procedure. 

It  is  important  to  keep  this  distinction  in 
mind.  It  is  the  difference  between  bargaining 
collectively  over  an  agreement  and  making 
the  agreement  an  operating  code.  It  is  the 
difference  between  resolving  issues  on  the 
basis  of  relative  power,  and  settling  prob¬ 
lems  through  a  quasi  judicial  mechanism  in 
which  only  one  party  to  the  rule-making  acts 
as  judge.  In  this  light  it  becomes  clear  that 
strikes  over  apparently  trivial  grievances  are 
generally  protests  against  a  cumulation  of 
management’s  grievance  decisions  which  the 
union  feels  have  been  unjust.  The  last  decision 
only  quickens  to  flame  an  already  smoldering 
fire.  Unwilling  to  continue  adherence  to  a 
judicial  process  that  it  feels  has  unjust  judges 
the-  union  has  the  alternative  of  return  to 
direct  economic  action,  the  strike  or  slow¬ 
down. 

This  emphasis  on  the  judicial  role  of  man¬ 
agement  in  the  grievance  process  also  makes 
clear  the  whimsical  nature  of  the  sometimes 
repeated  notion  that  the  grievance  procedure 
ought  to  be  a  two  way  street — management 
should  have  the  right  to  bring  up  grievances 
just  like  the  union.24  It  should  be  obvious 
that  a  so-called  management  grievance  is 
expressed  in  direct  action  by  supervision  in 
administering  the  work  force.  If  shop  rule  is 
violated,  the  worker  gets  a  disciplinary  layoff. 
How  ridiculous  it  would  be  if  management 
instead  brought  the  culprit  up  formally  on  a 
grievance  charge  and  then  ordered  itself  to 
mete  out  appropriate  discipline! 

We  have  repeatedly  emphasized  that  large 
scale  enterprise  necessitates  substitution  of 
explicit  rules  and  standards  for  personal  de¬ 
cisions  in  administrating  large  bodies  of  men. 
A  large  corporation,  having  a  master  con¬ 
tract  covering  thousands  of  workers  in  many 
different  plants,  finds  it  necessary  to  live  by 
the  letter  of  the  collective  bargaining  agree¬ 
ment  in  order  to  avoid  an  otherwise  admin¬ 
istratively  impossible  situation  of  varying  local 


interpretations  of  contract  provisions.  It  is 
compelled,  in  other  words,  to  maintain  consis¬ 
tency  in  application  of  its  union  agreement  in 
a  variety  of  different  situations,  and  thus  is 
forced  to  a  legalistic  outlook  as  a  matter  of 
sound  management  policy.  This  obviously 
places  important  limitations  on  the  freedom  of 
lower  management  officials  to  choose  their 
own  basis  for  decision  at  the  early  grievance 
levels.  Thus,  freedom  to  choose  any  kind  of 
decision  is  not  a  consequence  of  management 
being  the  sole  judge  of  grievances. 

Still  another  kind  of  limitation  on  arbitrary 
management  grievance  decisions  occurs  where 
a  permanent  arbitrator  is  the  final  stage  in 
grievance  settlement.25  The  office  of  per¬ 
manent  arbitrator  is  an  important  modification 
of  the  otherwise  one-sided  judicial  process  for 
handling  grievances.  By  definition,  the  arbi¬ 
trator  is  completely  dissociated  from  either 
party  and  does  not  participate  in  the  initial 
rule-making  involved  in  collective  bargaining. 
For  this  reason  the  development  of  a  grievance 
procedure  which  has  at  its  apex  a  permanent 
impartial  arbitrator  tends  immediately  to 
change  the  location  of  decision-making  on 
grievances  by  shifting  it  away  from  the  com¬ 
pany  to  a  third  party.  Under  such  circum¬ 
stances  management  is  constantly  led  to  make 
its  decisions  with  an  eye  to  what  subsequently 
might  be  done  in  given  cases  by  the  per¬ 
manent  arbitrator. 

The  arbitrator’s  area  of  decision  is  often 
limited  by  union  contract  provisions.  He  is 
forbidden  the  right  to  add  to  or  subtract  from 
the  union  agreement.  In  some  cases  he  may 
not  have  jurisdiction  over  the  entire  contract, 
certain  clauses  being  outside  his  authority. 

There  are  two  consequences  of  the  introduc¬ 
tion  of  a  permanent  arbitrator  into  the  griev¬ 
ance  machinery.  The  union  contract  tends  to 
reflect  with  greater  accuracy  than  it  otherwise 
might,  the  relative  bargaining  strength  of  union 
and  management.  The  contract  provisions  be¬ 
come  extremely  detailed  and  specific  with  an 
eye  to  providing  an  explicit  set  of  rules  as 
a  basis  for  the  arbitrator’s  future  decisions.20 

A  second  consequence  of  the  addition  of 
a  permanent  arbitrator  is  to  fortify  the  trend 
(resulting  from  management’s  requirement  of 
administrative  consistency)  towards  legalism 
in  grievance  handling.  Each  case  is  potentially 
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subject  to  review  by  the  arbitrator,  conse¬ 
quently  it  is  more  likely  to  be  prepared  by 
both  sides  with  great  care  and  legal  nicety. 
Legalism  in  administering  a  union  contract  is 
not,  therefore,  a  sufficient  criterion  for  deter¬ 
mining  whether  a  particular  union-manage¬ 
ment  relationship  can  be  called  conffictful. 


MANAGEMENT  POLICY  QUESTIONED 

A  grievance  procedure  is  an  explicit  ac¬ 
knowledgement  by  management  that  its  right 
of  absolute  rule  over  personnel  is  subject  to 
open  questioning  by  the  employees  affected. 
It  represents  a  concession  limiting  absolute 
power  with  respect  to  administration  of  per¬ 
sonnel  in  the  enterprise.  This  is  well  recog¬ 
nized  by  both  management  and  labor. 

In  a  National  Labor  Management  Confer¬ 
ence,  called  by  the  President  in  1945,  the  labor 
members  concluded: 

The  Committee,  for  purposes  of  clarification, 
has  earnestly  endeavored  to  outline  the  areas 
wherein  the  primary  functions  and  responsibil¬ 
ities  of  management  could  be  clearly  and  con¬ 
cisely  defined;  the  area  in  which  management  has 
the  function  and  responsibility  to  make  prompt 
initial  decisions  in  order  to  insure  the  effective 
operation  of  the  enterprise  but  where  the  con¬ 
sequences  of  the  decisions  are  properly  subject 
to  review  and  adjustment  under  established  griev¬ 
ance  adjustment  procedures;  and  finally  the  area 
encompassing  matters  that  are  clearly  subjects  for 
collective  bargaining  before  final  decisions  can  be 
made.27 

The  management  members  of  the  same 
committee  disagreed  with  their  labor  col¬ 
leagues  by  seeking  to  limit  grievances  strictly 
to  personnel  matters,  in  the  following  words: 

In  order  to  clarify  this  problem,  the  Com¬ 
mittee  has  discussed  many  of  the  important  func¬ 
tions  of  management  involved  in  operating  a 
business.  The  management  members  have  clas¬ 
sified  some  of  them  for  the  purpose  of  avoiding 
misunderstandings  and  minimizing  industrial  dis¬ 
putes.  We  have  placed  them  in  two  classifica¬ 
tions:  the  first  comprises  those  matters  which  are 
clearly  the  functions  and  responsibility  of  man¬ 
agement  and  are  not  subject  to  collective  bargain¬ 
ing. 

The  second  comprises  matters  in  respect  to 


which  it  is  the  function  and  responsibility  of  man¬ 
agement  to  make  prompt  initial  decisions  in  order 
to  insure  the  effective  operation  of  the  enter¬ 
prise,  but  where  the  consequences  of  such  actions 
or  decisions  are  properly  subject  to  review  when 
they  involve  issues  of  alleged  discrimination;  af¬ 
fect  wages,  hours,  working  conditions;  or  agreed- 
upon  management-labor  practices.  Such  matters 
should  be  handled  promptly  under  grievance 
procedures  mutually  agreed  to  as  being  appropri¬ 
ate  for  each  specific  item.28 

This  Committee  was  unable  to  reach  agree¬ 
ment  on  the  specification  of  management’s 
absolute  rights.  It  is  clear  from  both  reports, 
however,  that  there  was  agreement  on  the 
limitation  of  management’s  sole  power  to  act 
in  certain  areas — restricted  to  personnel  in  the 
management  report,  although  not  so  limited 
in  the  labor  report.  Review  of  management’s 
action  was  acknowledged  to  come  through  the 
operation  of  the  grievance  procedure. 


ADMINISTRATION  CREATES  PROBLEMS 

A  grievance  procedure  expresses  the  reali¬ 
zation  that  problems  may  arise  in  the  future 
for  which  no  solution  can  be  specified  in 
advance.  Because  a  business  enterprise  is 
dependent  on  a  group  of  operating  personnel 
it  is  recognized  that  each  individual  participant 
may,  at  some  future  date,  become  dissatisfied 
with  his  participation  in  the  enterprise  and 
seek  redress  short  of  transfer  or  resignation. 
It  is  impossible  to  so  detail  personnel  rules 
in  company  policies  and  collective  bargaining 
agreements  that  they  cover  all  variations  of 
any  employee  problem.  The  grievance  pro¬ 
cedure  makes  decisions  possible  in  situations 
not  covered  by  existing  rules. 

Some  grievances  will  arise  as  a  result  of  the 
administration  of  the  union  agreement.  The 
union  contract  makes  explicit  the  duties  and 
responsibilities  of  each  party  with  respect  to 
the  other.  There  may  still  arise  dissatisfaction, 
however,  with  respect  to  individual  wages, 
or  the  allocation  of  hours  of  work,  or  the  dif¬ 
ferential  treatment  of  employees  regarding 
working  conditions.  Such  problems  arise  out 
of  the  administrative  application  of  the  general 
provisions  of  the  union  agreement,  and  consti¬ 
tute  grievances. 
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UNION  AND  INDIVIDUALS 

A  fifth  feature  of  grievance  procedures  is 
the  dual  character  of  the  complainants  in¬ 
volved  in  the  grievance  process.  Individuals 
have  access  to  the  grievance  machinery,  often 
represented  in  the  prosecution  of  a  grievance 
by  the  union.  The  union  itself  has  access  to 
the  grievance  procedure  on  problems  of  im¬ 
portance  to  its  whole  membership.  Thus,  the 
grievance  machinery  encompasses  within  its 
operation  two  general  categories  of  “grievers.” 


CHANNEL  OF  COMMUNICATION 

Another  aspect  of  the  grievance  adjust¬ 
ment  process  is  recognition  by  management 
that  a  channel  of  communication  must  be  pro¬ 
vided  for  workers  to  express  dissatisfactions 
arising  out  of  their  work  situation.  This  results 
in  establishing  specific  steps  through  which  a 
grievance  is  processed,  the  grievance  pro¬ 
cedure  proper.  The  grievance  procedure,  once 
established,  operates  continuously.  It  is  al¬ 
ways  accessible  to  the  union  or  workers  at 
the  time  a  grievance  arises.  The  formal  pro¬ 
cedure  thus  provides  a  continuous  channel  of 
communication  to  management  about  things 
that  make  workers  unhappy. 


STRUCTURE  INDIVIDUALIZED 

The  seventh  characteristic  of  the  grievance 
process  is  that  its  structure  is  designated  to 
fit  individual  conditions  of  specific  industrial 
establishments.  The  later  stages  through  which 
a  grievance  must  pass  if  satisfaction  is  not 
given  by  those  who  first  handle  it  parallels 
levels  of  authority  in  the  business  organization. 

There  is  no  single  ideal  grievance  procedure. 
A  procedure  which  meets  the  needs  of  a  steel  mill 
may  be  totally  inadequate  for  a  longshore  estab¬ 
lishment,  an  oil  field,  or  a  small  machine  shop. 
Grievance  procedures  must  be  carefully  tailored 
to  the  nature  of  an  industry,  the  size  of  the  plant, 
the  number  of  employees  involved,  the  degree  of 
understanding  between  the  parties,  and  numerous 
other  factors. 

Grievance  procedures  in  existing  agreements 
have  varying  numbers  of  steps.  Small  establish¬ 


ments  generally  have  only  two  or  three  steps; 
large  establishments  sometimes  have  as  many  as 
six  or  seven.29 

The  actual  structure  of  the  grievance  pro¬ 
cedure  fits  the  characteristic  of  the  individual 
enterprise. 

MANAGEMENT  CONTROL  DEVICE 

Another  operating  aspect  of  the  grievance 
procedure  is  its  role  as  a  control  device  for 
management  in  evaluating  the  effectiveness  of 
its  supervisors.  A  number  of  writers  have  sug¬ 
gested  the  importance  of  evaluating  super¬ 
vision  in  terms  of  the  number  and  type  of 
grievances  that  arise  from  each  supervisor’s 
work  group.  Selekman  has  summarized  this 
point  generally  and  suggests  its  application 
to  both  the  evaluation  of  supervision,  and 
evaluation  of  personnel  policy.30 


SCOPE  OF  APPLICATION 

Finally,  the  grievance  process  is  character¬ 
ized  by  an  attempt  to  define  the  scope  of  its 
application  within  the  entire  field  of  personnel 
administration.  Many  union  contracts  specify 
that  grievances  are  limited  to  disputes  over 
interpretation  of  clauses  of  the  union  agree¬ 
ment.  Other  contracts  narrow  the  limits  to 
certain  stated  clauses.  In  recent  analytical 
writing  there  has  been  a  tendency  to  emphasize 
the  need  for  removing  limits  on  the  definition 
of  a  grievance  in  the  interests  of  an  all  in¬ 
clusive  approach  to  the  solution  of  employee 
dissatisfaction.  Selekman,  for  example,  in 
challenging  too  much  formalism  in  handling 
grievances  has  stated  that  “A  grievance  is 
never  ‘not  a  grievance.’  ”31 

These  nine  characteristics  of  the  grievance 
procedure  in  American  industry  may  have  ele¬ 
ments  in  common  with  methods  for  handling 
discontents  in  other  types  of  social  organiza¬ 
tions.  It  is  believed,  however,  that  the  partic¬ 
ular  combination  of  all  these  elements  found 
in  the  idustrial  grievance  procedure  is  unique 
to  business  organizations.  American  grievance 
procedures  are  a  unique  social  invention  for 
handling  employee  discontents  in  work  or¬ 
ganizations. 
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GRIEVANCE  SUBJECTS 


We  now  will  examine  the  subject  matter  of 
grievances  in  terms  of  the  institutional  areas 
of  discontent  they  represent.  In  general,  griev¬ 
ances  involve  authority,  power,  and  status 
relations.  In  addition,  the  technical  behavior 
systems  of  work  are  a  frequent  source  of 
discontent  and  grievances. 

Grievances  resulting  from  authority  rela¬ 
tions  at  work  are  those  involving  discipline. 
Typically,  insubordination  is  met  by  prompt 
action  of  a  supervisor  to  discipline  the  re¬ 
calcitrant  worker.  As  a  consequence,  the 
worker  may  file  a  grievance  claiming  that  he 
was  not  in  the  wrong  and  should  not  have  been 
disciplined,  or  that  the  amount  of  discipline 
meted  out  to  him  was  too  great. 

A  second  general  class  of  grievances  has  to 
do  with  the  application  of  job  classifications 
to  particular  kinds  of  work,  or  the  assignment 
of  individuals  to  particular  kinds  of  jobs. 
These  grievances  are  concerned  with  the  dis¬ 
tribution  of  functions  and,  therefore,  with  the 
distribution  of  power  within  the  work  organ¬ 
ization. 

Another  common  kind  of  grievance  con¬ 
cerns  the  seniority  standing  of  a  worker.  A 
worker’s  seniority  may  determine  his  oppor¬ 
tunity  for  promotion,  his  chance  of  retention 
during  layoffs,  and  the  order  in  which  he  will 
be  called  back  to  work  after  a  layoff.  Seniority 
therefore,  obviously  affects  the  economic  well¬ 
being  of  the  individual  worker  insofar  as  it 
determines  his  opportunity  to  hold,  or  return 
to,  his  job.  In  addition,  as  we  have  earlier 
pointed  out,  seniority  may  entitle  the  worker 
to  important  status  position  in  the  organiza¬ 
tion.  Therefore,  seniority  grievances  often 
involve  issues  of  status  in  the  organization. 

Job  rates  and  wages  are  other  frequent 


subjects  of  grievances.  Here  again,  the  income 
factor  is  important.  Disputes  over  job  rates 
and  wages  can  also  be  viewed  as  problems  of 
status.  When  an  individual  claims  that  the 
rate  for  his  job  is  too  low,  he  invariably  com¬ 
pares  himself  and  his  job  with  like  jobs  in  the 
plant.  This  is  a  status  comparison.  The  differ¬ 
ential  may  be  only  a  matter  of  a  few  cents. 
Nevertheless,  these  few  pennies  per  hour  are 
exceedingly  important  to  the  individual  seek¬ 
ing  them  as  marks  of  status. 

Job  conditions,  work  loads,  and  production 
standards  are  additional  subjects  of  common 
grievances.  It  will  be  noted  that  each  of  these 
subjects  has  to  do  with  the  technical  behavior 
systems  involved  in  getting  work  done,  -or 
conditions  surrounding  working  operations. 
Thus,  the  technical  behavior  systems  become 
an  important  subject  around  which  discontent 
arises,  and  about  which  grievances  are  filed. 

Grievances  are  not  uniform  for  all  industry. 
Grievance  subjects  vary  greatly  by  industry, 
by  individual  establishment,  and  through  time. 
In  some  industries  having  special  working  con¬ 
ditions,  like  the  hotel  and  restaurant  field,  job 
factors  like  tipping,  free  meals,  uniforms,  and 
part  time  work,  are  frequent  subjects  of  griev¬ 
ances.  In  mass  production  work,  individual 
wage  rate  and  job  classification  problems,  and 
the  application  of  seniority  rules  are  likely  to 
be  important  sources  of  grievances.  During 
World  War  II  tight  labor  market  conditions 
in  many  industries  resulted  in  a  marked  falling 
off  of  grievances  involving  such  subjects  as 
discipline,  hiring  control,  and  seniority.  In 
the  post  war  reconversion  period,  on  the  other 
hand,  there  was  a  heavy  increase  of  seniority 
grievances  in  many  industries. 


INSTITUTIONALIZING  DISCONTENT 


From  a  closer  examination  of  union-man¬ 
agement  relations  we  can  discover  how  the 
grievance  procedure  is  one  way  of  institution¬ 
alizing  discontent.  The  subject  matter  and  the 
modes  of  handling  discontent  are  standard¬ 
ized. 


UNION-MANAGEMENT  RELATIONS 

After  the  union  contract  is  signed,  there 
is  the  ensuing  period  during  which  it  is  in 
effect.  During  this  time  the  contract  provisions, 
as  well  as  the  working  rules  of  the  company, 
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become  subjects  of  controversy.  These  contro¬ 
versies  are  handled  through  the  grievance 
procedure. 

The  rule  making  and  rule  interpreting 
phases  of  union-management  relations  are  dis¬ 
tinctive,  but  nevertheless  connected,  stages  in 
their  relationship.  There  is  a  continuity  be¬ 
tween  the  bargaining  of  a  contract  and  its 
subsequent  interpretation  through  the  griev¬ 
ance  procedure.32 

Should  any  disagreements  arise  over  inter¬ 
preting  the  union  contract,  or  company  work¬ 
ing  rules  (and  they  usually  do)  the  grievance 
procedure  provides  a  means  for  handling 
them.  Management  may  interpret  a  contract 
provision  and  act  on  its  interpretation.  A 
worker,  group  of  workers,  or  the  union  as  a 
whole,  may  dispute  this  interpretation,  and 
file  a  grievance.  The  stage  is  then  set,  through 
the  grievance  decision,  for  making  explicit 
an  unclear  aspect  of  working  rules. 

The  kinds  of  discontent  that  get  expressed 
in  the  grievance  procedure  have  as  their  sub¬ 
ject  matter  the  interpretation  of  the  union 
agreement  and  company  working  rules.  The 
grievance  procedure  limits  “grieving”  to  these 
subjects  of  discontent. 

In  an  extreme  case,  where  the  union  feels 
the  contract  is  silent  on  an  important  point, 
it  may  file  a  whole  series  of  grievances.  Man¬ 
agement  may  act  negatively  on  all  of  them. 
Management  position  is  based  on  the  conten¬ 
tion  that  the  discontents  fall  outside  the  con¬ 
tract,  and  are  not  subject  to  its  provisions.  The 
union,  however,  may  have  purposely  initiated 
the  grievances  in  order  to  prepare  a  case  for 
a  new  contract  demand  when  the  contract 
is  reopened.  The  grievance  procedure  channels 
expression  of  discontent  by  preparing  the 
grounds,  through  the  filing  of  grievances,  for 
future  demands  on  management.33 

A  third  phase  of  institutionalized  discon¬ 
tent  is  revealed  in  the  way  in  which  grievance 
decisions  extend  the  meaning  or  scope  of  rules 
and  regulations.  Decisions  settle  individual 
cases,  and  also  become  precedents  for  future 
cases  of  a  similar  sort.  A  single  grievance  de¬ 
cision  may  constitute  a  significant  interpreta¬ 
tion  of  a  contract  clause,  or  a  working  rule. 
This  may  be  either  a  clarification  or  extension 
of  existing  ideas  about  contract  provisions  or 
working  rules.  In  either  instance,  a  favorable 


grievance  decision  becomes  a  modification  of 
rules  by  interpretation. 

The  body  of  common  law  represented  in 
grievance  decisions  becomes  the  governing 
precedent  for  future  management  action.  The 
grievance  process  serves  to  institutionalize 
discontent  by  building  a  body  of  common  law 
in  terms  of  which  the  legitimacy  of  discontent 
is  measured. 

GRIEVANCES  AND  INDUSTRIAL  CONFLICT 

Existence  of  a  grievance  procedure  stan¬ 
dardizes  conflict  between  management  and 
union  in  non-violent  ways.  The  existence  of 
this  judicial  machinery  provides  an  effective 
institutionalized  alternative  to  constant  vio¬ 
lence  and  open  use  of  force. 

Whenever  appeal  is  taken  to  higher  levels 
of  management  in  a  decision  on  a  grievance, 
there  is  the  opportunity  for  more  detached 
people  to  handle  the  dispute.  Higher  levels 
of  management  are  usually  less  immersed  in 
the  emotions  of  the  original  incident.  Higher 
levels  of  management  may  also  know  more 
about  the  union  agreement,  the  relationship 
with  the  union,  and  be  in  a  better  position 
to  command  full  information  about  a  griev¬ 
ance.  In  the  progressive  movement  to  higher 
levels  of  grievance  decision,  there  is  a  signifi¬ 
cant  shift  in  the  kinds  of  people  involved  in 
making  decisions.  Thus,  there  is  genuine  op¬ 
portunity  for  a  change  in  the  original  manage¬ 
ment  grievance  decision  as  appeal  is  taken  to 
higher  management  levels.  This  makes  it 
worthwhile  for  the  union  to  undertake  appeals 
of  adverse  decisions  rather  than  resort  to  force 
or  economic  pressure. 

The  procedures  of  grievance  handling  stand¬ 
ardize  the  expression  of  discontent  by  requir¬ 
ing  some  rationality  in  stating  dissatisfaction. 
At  higher  steps  of  the  grievance  procedure  the 
evidence  is  typically  written  down  and  care¬ 
fully  marshaled.  The  heat  of  emotion  that  may 
have  surrounded  the  incident  giving  rise  to 
the  grievance  is  replaced  by  an  atmosphere  of 
reasoned  judicial  deliberation.  The  grievance 
is  shifted  away  from  its  emotionally  charged 
expression  at  its  point  of  origin,  into  a  rea¬ 
soned  case  of  discontent.  This  is  still  another 
factor  in  institutionalizing  the  ways  of  handling 
industrial  discontent. 
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NON-FORMAL  INSTITUTIONALIZING 

Even  at  the  most  informal  level  of  union- 
management  relations,  where  union  grievance 
committeeman  and  foreman  bargain,  there 
develops  an  institutionalization  of  their  rela¬ 
tionships  with  respect  to  grievances.  Dalton 
has  pointed  out  that  in  a  large  manufacturing 
plant,  the  most  successful  union  grievance 
committeemen  settle  a  large  proportion  of  all 
grievances  without  formal  processing.34  What 
typically  develops  between  union  representa¬ 
tive  and  foreman  in  this  informal  settlement 
process  is  a  system  of  reciprocal  favors.  A 
foreman  may  do  a  favor  in  agreeing  to  rule 
affirmatively  for  an  aggrieved  employee.  He 
does  so,  however,  with  the  full  expectation 
that  in  the  future  the  grievance  committeeman 
will  reciprocate  the  favor. 

This  system  of  reciprocal  favors  in  handling 
employee  discontent  becomes  an  important 
part  of  the  whole  grievance  procedure.  Davey 
has  estimated  that  the  settlement  of  grievances 
between  foreman  and  union  steward  consti¬ 
tutes  as  much  as  95  per  cent  of  all  grievance 
settlements  in  smoothly  operating  grievance 
procedures.35  Karsh  somewhat  more  conserva¬ 
tively  than  Davey  estimated  for  an  automobile 
plant  during  World  War  II  that  five  times  as 
many  grievances  were  settled  between  fore¬ 
man  and  shop  steward  as  were  sent  to  the 
higher  stages  of  the  grievance  procedure.36 

As  Kennedy  has  facetiously  pointed  out, 
it  is  a  general  principle  of  lower  levels  of  an 
organization  that  “what  their  supervisors  do 
not  know  about  deals  made  at  the  work 
level  will  not  hurt  them.”37  At  what  we  have 
called  in  this  book  the  non-formal  levels  of 
behavior  a  high  percentage  of  worker  discon¬ 
tent  is  handled  through  grievance  negotiation. 
This  illustrates  the  operation  of  one  non- 
formal  behavior  system  in  the  initial  step  of 
the  grievance  process. 

GRIEVANCE  RESULTS 

In  a  recent  study  of  who  wins  what  in  the 
grievance  process,  it  was  firmly  established 


that  the  nature  of  the  union-management  rela¬ 
tionship  largely  determines  the  decision  on 
grievance  discontents.38 

This  study  contrasted  the  operation  of  the 
grievance  procedure  in  three  major  companies, 
each  characterized  by  a  different  type  of  union- 
management  relationship  ranging  from  general 
cooperation  to  continuous  conflict.  It  was 
shown  through  a  study  of  200  grievances 
which  had  gone  beyond  the  foreman-union 
committeeman  in  each  company,  that  where 
conflict  dominated  the  union-management  re¬ 
lationship,  management  won  75  per  cent  of  all 
grievances.39  Where  cooperation  characterized 
the  relationship  the  proportion  was  almost 
exactly  reversed,  with  management  winning 
only  31.5  per  cent  of  all  grievances.  Where  the 
relationship  between  management  and  union 
was  one  of  accommodation  the  management 
won  60  per  cent  of  all  grievances. 

When  the  types  of  grievances  arising  in 
each  of  the  three  union-management  relations 
are  examined,  the  following  patterns  emerge. 
In  cooperation  relationships  there  is  a  sig¬ 
nificantly  higher  percentage  of  all  grievances 
involving  the  simple  application  of  established 
contract  provisions,  or  working  conditions.  On 
the  other  hand,  in  the  conflict  relationship,  the 
union  filed  a  significantly  higher  percentage 
of  grievances  designed  to  extend  the  union 
agreement  through  the  grievance  process. 
Finally,  in  both  the  conflict  and  accommoda¬ 
tion  relationship  there  was  a  significantly 
higher  proportion  of  disputes  involving  super¬ 
visory  discrimination  towards  workers  than 
was  true  in  the  instance  of  union-manage¬ 
ment  cooperation.  These  are  only  a  few  of  the 
findings  of  the  study. 

The  general  point  is  that  the  nature  of  the 
union-management  relationship  provides  a 
mold  that  fashions  the  kinds  of  grievances 
arising,  and  their  disposition  through  the  griev¬ 
ance  procedure.  The  atmosphere  of  the  union 
management  relationship  provides  the  norms 
by  which  the  grievance  procedure  operates. 
Again,  we  can  see  how  industrial  discontents 
become  institutionalized  in  terms  of  the  norm¬ 
ative  patterns  that  govern  the  union-manage¬ 
ment  relationship. 
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No  person  is  so  capable  of  dividing  up  the 
segments  of  his  life  that  he  can  keep  his  per¬ 
sonal  life  completely  isolated  from  his  work¬ 
ing  life.  Furthermore,  the  subjective  aspects 
of  his  working  life  may  constitute  problems  for 
the  individual.  It  is  necessary,  then,  to  exam¬ 
ine  briefly  the  nature  of  personal  discontents 
and  some  techniques  for  handling  them. 

TOTAL  LIFE  VS.  WORKING  LIFE 

Personal  discontents  are  the  product  of 
disparities  between  the  individual’s  total  life 
and  his  working  life.  This  incompatibility 
takes  two  general  forms. 

The  first  category  of  personal  discontents 
involves  basic  disparities  between  working  and 
non-working  segments  of  life.  A  nagging  wife 
may  demand  that  her  husband  get  ahead,  but 
he  knows  the  reality  of  his  job  simply  will  not 
provide  him  advancement  opportunities.  A 
man  with  genuine  religious-moral  convictions 
finds  that  his  work  requires  expediency  and 
immorality  for  its  accomplishment.  A  job  may 
demand  personality  characteristics  like  de¬ 
cisiveness  and  drive  that  are  simply  foreign 
to  the  personality  structure  of  the  individual. 
These  are  a  few  examples  of  the  kinds  of  basic 
disparities  that  can  exist  between  working  and 
non-working  segments  of  life. 

A  second  fundamental  form  of  personal 
discontent  derives  from  the  differences  be¬ 
tween  the  organizational  definition  of  the  job, 
position,  or  office  with  its  accompanying  be¬ 
havior  systems,  and  the  subjective  personal 
view  the  individual  has  of  them.  Where  these 
disparities  become  large  and  persistent  enough, 
considerable  discontent  develops.  The  indi¬ 
vidual  may  be  in  a  staff  position  where  he  must 
show  respect  and  deference  toward  a  boss 
he  believes  to  be  stupid.  Great  hostilities  may 
arise  in  the  situation.  Another  individual  may 
try  to  fill  a  position  calling  for  the  exercise 
of  considerable  authority  ’  >y  becoming  author¬ 
itarian  and  arbitrary  to  mask  his  sense  of 
inadequacy.  These  are  common  examples  of 
the  disparities  that  can  arise  between  a  sub¬ 
jective  view  and  the  organization  expectation 
in  filling  a  job. 

At  the  other  end  of  the  scale  of  employee 


dissatisfactions  can  be  found  a  group  of  per¬ 
sonal  problems  very  transitory  in  character.  It 
is  commonplace  to  point  out  variations  in 
everyone’s  daily  demeanor.  To  “get  up  on  the 
wrong  side  of  the  bed”  may  have  a  bearing  on 
a  person’s  relations  with  working  associates 
for  a  matter  of  hours  or  even  an  entire  day. 
Unless  this  is  a  continuing  break  in  normal 
relationships,  it  is  unnecessary  to  give  such 
manifestations  of  temporary  personal  dis¬ 
contents  any  recognition  in  administering  per¬ 
sonnel  policy.  Such  monetary  gripes  are  of 
short  duration,  and  not  permanently  associated 
with  the  work  situation.  For  all  practical  pur¬ 
poses  they  are  of  a  self-healing  character,  and 
require  no  action  by  management. 

The  fundamental  characteristic  of  personal 
discontents  from  the  organizational  standpoint 
is  this.  To  handle  such  discontents  requires 
mechanisms  for  adjusting  the  person  to  his 
working  environment.  This  is  clearly  the  realm 
of  psychotherapy,  psychiatry,  psychology,  and 
counseling.  It  is  the  individual  who  needs  to 
be  changed,  in  some  aspects  of  his  inner  life, 
to  become  better  adjusted  to  his  working 
environment. 

Personal  discontents  can  be  distinguished 
from  grievances  on  the  following  grounds. 
Personal  discontents  involve  disparities  be¬ 
tween  the  person’s  view  of  his  work  and  or¬ 
ganization  expectations;  grievances  test  the 
logic  and  adequacy  of  organization  expecta¬ 
tions  in  given  situations,  leading  to  their 
modification,  where  necessary.  Personal  dis¬ 
contents  are  always  subjective,  in  contrast 
with  grievances  which  have  meaning  only 
when  formulated  according  to  the  reality  of 
the  working  situation  which  gives  to  them  an 
objective  form.  Grievances  are  always  ex¬ 
pressed  publicly  through  the  grievance  pro¬ 
cedure;  personal  discontents  may  remain  pent 
up  within  the  individual,  or  expressed  only  in¬ 
directly  in  his  behavior. 

COUNSELING 

The  aims  and  purposes  of  psychotherapy 
are  matters  of  more  or  less  general  agreement 
among  professional  practitioners  of  this  field. 
Great  variation  exists,  however,  as  to  the 
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techniques  to  be  used  in  adjusting  the  individ¬ 
ual  with  personal  discontents  to  his  environ¬ 
ment. 

Cost  is  one  of  the  most  important  limita¬ 
tions  on  the  use  of  psychotherapeutic  methods. 
Where  depth  therapy  is  used,  extending  over 
long  periods  of  time  with  each  patient,  com¬ 
panies  usually  feel  justified  in  underwriting  the 
consultations  only  for  top  level  employees.  A 
number  of  companies  provide  free  psychiatric 
services  for  executives. 

Much  more  common,  because  of  its  lower 
cost  per  patient  in  terms  of  immediate  results, 
is  the  use  of  some  sort  of  counseling  program. 
Trained  counselors  are  added  to  the  staff  of 
the  personnel  department  where  they  are  avail¬ 
able  to  help  employees  with  personal  dis¬ 
contents.40 

There  is  a  considerable  literature  on  coun¬ 
seling  for  industrial  employees.  It  is  not  our 
purpose  to  review  this  literature  here.41  How¬ 
ever,  there  is  one  phase  of  counseling  deserv¬ 
ing  particular  attention.  This  is  the  cathartic 
result  of  the  counseling  situation.  Without 
the  counselor  intervening  directly  in  the  life 
of  his  patient,  the  counseling  situation  pro¬ 
vides  an  opportunity  for  “blowing  off  steam” 
that  is  therapeutic  in  itself. 

The  studies  of  the  Western  Electric  Com¬ 
pany  by  Elton  Mayo  and  his  associates  led  to 
the  establishment  of  a  counseling  program  in 
the  company.42  The  Western  Electric  studies 
have  made  a  contribution  to  personnel  admin¬ 
istration  in  pointing  out  the  importance  of 
a  management  interviewing  program.  Inter¬ 
views  may  afford  relief  to  employees  able  to 
talk  out  feelings  of  dissatisfaction.  Relief  may 
come  from  the  interview  situation  itself  with¬ 
out  expectation  that  what  has  been  said  will 
result  in  any  action  beneficial  to  the  employee, 
or  any  change  in  the  work  situation  that  may 
have  been  the  source  of  the  complaint.  Roeth- 
lisberger  and  Dickson  reported  that  employees 
who  had  used  the  counseling  services  of  the 
Hawthorne  Plant  were  delighted  with  the  re¬ 
sults.  These  researchers  found  that  employees 
had  nursed  discontents  for  years,  finally  being 
able  to  express  them  through  the  counseling 
services  of  the  company.  The  researchers  also 
suggested  that  psychological  mechanisms  op¬ 
erated  to  give  relief  to  people  who  had  an 
opportunity  to  talk  out  their  discontents  with 
neither  the  fear  of  punishment  nor  the  antici¬ 


pation  of  direct  efforts  to  change  them.43 

The  personnel  counselor  as  a  listener  is  very 
useful  for  handling  ill-defined  dissatisfactions 
that  probably  never  get  into  the  grievance 
channel  because  they  are  difficult  to  formulate 
realistically.  Such  personal  discontents  are  not 
properly  termed  grievances.  A  skilled  inter¬ 
viewing  program  is  perhaps  the  best  technique 
for  handling  them. 


Sometimes  full  time  people  are  added  to  the  per¬ 
sonnel  department  as  counselors,  helping  employees 
with  a  variety  of  personal  problems,  some  of  which 
are  only  remotely  related  to  work.  This  counselor 
is  advising  a  young  employee  on  possible  college 
courses  he  can  take  at  night.  This  kind  of  service 
may  communicate  to  the  employee  that  the  company 
has  an  interest  in  him;  or  it  may  serve  to  drain  off 
some  personal  discontent  an  employee  may  harbor. 

Other  types  of  counseling  programs  exist 
to  help  employees  with  specific  problems  in 
which  direct  guidance  is  needed.  For  younger 
employees,  vocational  guidance  may  be  pro¬ 
vided  by  the  company.  For  people  about  to 
retire  some  firms  have  undertaken  to  supply 
guidance  on  the  problems  of  leaving  work. 
Help  in  education  and  recreation  may  also  be 
afforded  to  employees  through  company  coun¬ 
seling.  Even  personal  financial  problems  may 
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become  the  subject  of  company  guidance  and 
help.  Health  is  another  general  area  in  which 
the  company  medical  services  provide  help  in 
counseling  employees.44 

EMPLOYEE  SERVICES 

Management  often  takes  action  through 
the  personnel  department  to  provide  assist¬ 
ance  to  workers  on  problems  not  directly  re¬ 
lated  to  the  work  situation.45  Certain  simple 
problems  of  community  living  such  as  trans¬ 
portation,  rationing,  housing,  small  loans, 
and  so  on,  are  handled  through  special  pro¬ 
grams.  While  they  may  be  important  to  em¬ 
ployees,  the  non-existence  of  such  services  in 
a  company’s  personnel  program  will  seldom 
give  rise  to  a  grievance.  However,  many  com¬ 
panies  consider  it  important  to  provide  such 
assistance  as  part  of  the  regular  personnel 
service. 


The  CIO  officially  adopted  a  union  assist¬ 
ance  program  for  members  at  its  1944  con¬ 
vention  after  observing  the  success  of  the 
UAW-CIO  program  established  in  January 
of  that  year  in  Detroit.  “The  immediate  pur¬ 
pose  of  union  counseling  is  to  get  help  to  CIO 
members  on  their  community  problems.”46 
Thus,  unions  are  beginning  to  show  an  increas¬ 
ing  interest  in  activities  that  traditionally  have 
been  within  the  province  of  the  company  per¬ 
sonnel  department. 

Recreational  programs  and  in  some  cases 
even  educational  programs  are  generally  con¬ 
ceived  as  personnel  activities  that  contribute 
to  developing  favorable  employee  attitudes 
and  are  set  up  as  part  of  a  regular  personnel 
program.  These  welfare  programs  are  con¬ 
cerned  with  establishing  attitudes  of  good  will 
towards  the  company  and  promoting  develop¬ 
ment  of  job-centered  social  relations  by  foster¬ 
ing  off-the-job  association  of  fellow  workers. 


Obvious  interest  and  enjoyment  is 
registered  by  these  bowlers  in  a  com¬ 
pany  bowling  league.  But  they  would 
enjoy  the  game  just  as  much  under 
other  sponsorship.  What  companies 
gain  in  supporting  such  recreational 
programs  is  a  possible  growth  of  em¬ 
ployee  good  will. 


WORK  AND  HAPPINESS 


For  all  the  prescriptions  about  how  to  be¬ 
have  that  are  built  into  the  work  organization, 
there  is  still  wide  latitude  for  unhappiness 
about  working.  Two  fundamental  adjustments 
can  be  made  to  reduce  the  amount  of  unhappi¬ 
ness. 

The  individual  can  be  adjusted  in  his  job. 
The  grievance  procedure  is  the  social  invention 
for  accomplishing  this.  It  permits  modifica¬ 
tions  of  job  and  working  conditions  to  bring 
them  into  accord  with  the  systematic  expec¬ 


tations  of  workers  and  the  promises  of  man¬ 
agement.  The  grievance  procedure  also  pro¬ 
vides  the  criteria  by  which  the  individual 
develops  his  expectations  about  the  treatment 
he  will  receive  as  a  worker.  The  grievance  pro¬ 
cedure  is  a  two-way  adjustment  process 
through  which  job  conditions  can  be  changed, 
or  the  job  holder’s  expectations  can  be  modi¬ 
fied  to  bring  the  two  into  closer  accord. 

The  individual  worker  can  also  be  adjusted 
to  his  work.  Employee  counseling  and  serv- 
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ices  for  workers  are  the  methods  for  doing  this. 
It  is  assumed  that  unhappiness  has  its  roots 
inside  the  person.  Through  counseling  an 
attempt  is  made  to  change  him  to  produce  a 
better  adjustment  with  his  working  environ¬ 
ment.  When  employee  services  are  provided, 
one  goal  is  to  divert  inner  discontents  into 
satisfying  activities. 
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The  telephones  in  use,  the  stacks  of  paper,  and  the  moving  lips  tell  at  a  glance  the  per¬ 
vasive  feature  of  communication  in  work  organizations.  This  is  a  picture  of  a  public  rela¬ 
tions  department,  whose  very  specialization  gives  emphasis  to  the  communication  networks 
tying  a  work  organization  to  the  world  around  it. 


Chapter 


COMMUNICATION  AND  WORK 


A 

/  \11  cooperative  human  activity  takes  place 

within  a  matrix  of  communication.  Where  two 
or  more  people  work  together,  communication 
serves  to  unify  their  behavior,  and  provides 
means  for  continuing  cooperative  activity. 
Communication  is  a  fundamental  process  in 
all  social  groups  and  in  all  group  behavior.1 

Communication  becomes  a  central  process 
in  work  organizations  for  a  number  of  reasons. 
The  highly  intricate  nature  of  the  cooperative 
processes  of  business  requires  extensive  com¬ 
munication  for  orienting  and  indoctrinating 


new  people  into  the  firm.  Communication  is 
involved  in  giving  direction  to  work  activities, 
and  for  coordinating  the  diverse  activities  of 
the  people  involved.  The  business  firm  is 
constantly  confronted  with  changes  in  its 
environment  that  necessitate  corresponding 
changes  in  the  organization  and  its  operation.2 
In  order  that  the  changes  may  be  carried  out 
effectively,  it  is  necessary  that  extensive  com¬ 
munication  take  place  among  the  people  of 
the  organization.  Much  of  the  management 
environment  in  a  business  firm  consists  of 
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communications  of  some  sort  from  points  in 
the  organization.3 

In  general,  it  can  be  suggested  that  com¬ 
munication  is  like  the  impulses  that  travel 
along  the  nervous  system  of  an  organism. 
These  impulses  carry  the  signals  from  one 
portion  of  the  complex  system  to  another  and 
to  a  central  coordinating  agency  through  which 
the  entire  system  is  kept  in  balance  and  func¬ 
tioning.4 

Communication  is  a  process  of  exchanging 
significant  symbols.  What  passes  between  two 
persons  when  they  are  in  communication  with 
each  other  is  a  set  of  significant  symbols  that 
are  interpreted  similarly  by  both.  The  signifi¬ 
cant  symbols,  when  assembled  together,  are 
normally  called  a  language.  However,  we  have 
to  interpret  “language”  broadly  for  it  includes 
all  forms  of  significant  exchange  of  symbols, 
not  merely  verbal  or  written  forms.5 

It  is  important  to  know  that  significant  sym¬ 
bols  can  be  expressed  in  any  form.  A  word,  a 
gesture,  even  a  look  in  the  eye  may  constitute 
significant  symbols  that  are  appropriate  to  the 
circumstance  of  their  expression.  The  hooker 


who  attaches  the  crane  hook  to  a  load  is  in 
significant  communication  with  the  overhead 
crane  operator  through  hand  signals  clearly 
indicating  what  the  operator  is  to  do  in  posi¬ 
tioning  the  hook  and  manipulating  the  load. 
The  boss  who  breezes  through  an  office  and 
deliberately  avoids  acknowledging  the  pres¬ 
ence  of  one  of  his  subordinates  is  significantly 
communicating  his  displeasure  with  that  sub¬ 
ordinate  by  the  very  act  of  ignoring  him.  This 
same  boss  may,  at  a  later  date,  deal  with  the 
subordinate  in  quite  other  terms  by  calling 
him  into  his  office  and  giving  him  a  severe 
dressing  down  in  choice  and  expressive  lan¬ 
guage.  Still  another  time  the  boss  may  com¬ 
municate  with  his  hapless  subordinate  through 
the  medium  of  a  long,  involved,  formal  mem¬ 
orandum  that  has  been  dictated  to  a  secretary 
and  transmitted  in  writing. 

The  actual  process  of  communication  is 
unlimited  with  respect  to  its  means.  The  only 
requirement  that  any  means  of  interchange 
has  to  meet  in  order  to  be  communication  is 
that  there  be  a  meaningful  exchange  of  sym¬ 
bols  between  the  communicators. 


Orientation  and  indoctrination  may  be  continuous  in  smaller  organizations.  In 
this  company,  periodic  meetings  are  held  at  which  top  executives  discuss  company 
problems  before  the  assembled  employees. 
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We  will  examine  four  broad  functions  of 
communication  in  work  organizations:  the 
functions  of  communication  (A)  in  orienting 
and  indoctrinating  new  members  of  an  organ¬ 
ization;  (B)  in  directing  and  commanding 
members  of  the  organization;  (C)  in  coordi¬ 
nating  diverse  activities  in  the  organization; 
and  (D)  in  non-formal  and  informal  inter¬ 
action. 

It  will  be  noted  that  the  first  three  functions 
of  communication  deal  with  aspects  of  the 
organization’s  operations.  The  last  function  of 
communication  relates  persons  to  each  other 
at  work.6 

ORIENTATION  AND  INDOCTRINATION 

The  central  purpose  in  orienting  and  in¬ 
doctrinating  the  new  member  of  the  organi¬ 
zation  is  one  of  communicating  to  him  the 
expectations  he  faces  in  fulfilling  his  role  as  a 
member  of  the  organization.  Fundamental  to 
this  socializing  process  is  communication  of 
information  to  the  new  organization  recruit. 

Orientation  and  indoctrination  of  the  new 
member  are  essentially  processes  of  accultura¬ 
tion.  He  has  to  learn  ways  of  behaving,  a  set 
of  standards  and  expectations,  and  a  point  of 
view  and  outlook,  largely  foreign  to  him  in 
their  specific  details,  although  he  may  be  gen¬ 
erally  familiar  with  them  in  their  broad  outline. 
A  great  deal  of  the  new  employee’s  time  may 
be  spent  during  his  early  weeks  and  months  of 
employment  simply  becoming  adjusted  to  the 
organization. 

The  adjustment  process  first  involves  be¬ 
coming  familiar  with  the  language  and  its  sig¬ 
nificant  symbols  that  are  used  in  the  or¬ 
ganization.  In  order  for  the  new  individual  to 
understand  how  the  organization  operates  and 
his  roles  in  it,  he  has  to  understand  the  lan¬ 
guage  by  which  communication  is  carried  out. 
Accordingly  at  the  initial  stage  of  orientation 
and  indoctrination,  a  great  deal  of  attention 
is  paid,  both  by  the  new  member  and  by  those 
who  are  teaching  him,  to  learning  a  vocabu¬ 
lary  and  a  set  of  symbols  that  communicate 
significantly.  In  order  to  maximize  under¬ 
standing  of  what  goes  on,  the  new  recruit  has 


to  become  fairly  familiar  with  the  language 
of  the  organization. 

At  another  level  of  behavior,  as  the  indi¬ 
vidual  becomes  part  of  a  work  group,  a  whole 
new  language  may  have  to  be  learned  in  addi¬ 
tion  to  the  organizational  language.  The  subtle 
and  special  meaning  that  individual  words 
and  phrases  may  take  on  in  the  work  group  is 
an  important  part  of  the  orientation  and  in¬ 
doctrination  that  the  new  individual  faces  in 
being  incorporated  in  it.  He  becomes  a  full 
fledged  member  when  he  is  able  to  talk  the 
language  of  the  group  and  to  understand  the 
meaning  of  the  subtle  phrases,  words,  and 
gestures  used  in  the  language  of  the  group. 

In  general,  orientation  and  indoctrination 
functions  of  communication  serve  to  provide 
new  individuals  with  a  means  of  understanding 
the  operating  environment  of  the  organization. 
They  learn  to  know  what  working  colleagues 
are  saying  when  they  are  communicating  with 
them. 

Orientation  and  indoctrination  may  be 
spread  over  a  long  period  of  time.  When  the 
new  individual  comes  into  the  organization, 
he  may  be  confronted  with  only  special  situa¬ 
tions  and  limited  aspects  of  the  organization 
until  he  has  learned  the  tasks  he  is  to  perform. 
At  some  later  time,  and  often  only  on  very 
special  occasions,  is  he  likely  to  learn  more 
about  the  unusual  and  infrequently  used  as¬ 
pects  of  language.  The  period  of  learning, 
therefore,  may  be  prolonged. 

For  the  new  member  of  the  organization, 
there  are  a  variety  of  ways  in  which  the  same 
instructions  may  be  given.  For  example,  a 
secretary  might  be  instructed  by  her  boss  al¬ 
ways  to  find  out  who  is  calling  before  putting 
the  caller  on  the  telephone  line  to  the  boss. 
In  the  absence  of  such  instruction,  the  new 
secretary  may  answer  the  phone  the  first  sev¬ 
eral  times,  buzzing  her  boss  and  telling  him  he 
has  a  phone  call.  If  he  first  asks  who  is  calling, 
the  secretary  soon  learns  that  she  is  expected 
to  inquire  the  caller’s  name.  There  is  obviously 
quite  a  difference  between  telling  the  secre¬ 
tary  to  do  this  and  indicating  to  her  indirectly 
that  it  is  expected,  even  though  both  ap¬ 
proaches  come  to  the  same  end. 


338 


MANAGEMENT  OF  WORK  ORGANIZATION 


It  is  contended  by  some  who  have  studied 
this  problem,  that  different  modes  of  com¬ 
munication  can  produce  varying  results  even 
though  the  functional  goal  of  each  type  of 
communication  is  the  same.7  Thus,  a  great 
deal  of  attention  has  been  paid  to  methods  of 
indirection  with  subordinates  that  are  de¬ 
signed  to  enhance  their  future  cooperative 
response  to  command.  The  mere  change  in 
language  and  in  symbols  is  often  alleged  to 
be  the  basis  on  which  improved  cooperation 
is  achieved.  From  a  functional  standpoint, 
however,  this  assumes  that  subordinates  are 
too  stupid  to  recognize  that  the  purpose  of  in¬ 
direction  is  to  secure  the  same  behavior  that 
the  direct  command  sought.  There  is  certainly 
no  evidence  to  support  the  conclusion  that  the 
functional  equivalence  of  direct  and  indirect 
approaches  is  not  noted  and  observed  by  sub¬ 
ordinates,  and  objected  to  on  grounds  that  it 
is  not  legitimate  for  a  supervisor  to  mask  his 
purposes  in  relation  to  subordinates. 

COMMAND  AND  DIRECTION 

The  circumstances  for  issuing  commands 
are  those  in  which  traditional  or  established 
behavior  is  not  automatically  forthcoming. 
Thus,  a  command  may  be  issued  in  order  to 
initiate  an  activity  or  to  change  its  direction. 
A  command  may  also  be  issued  in  a  situation 
in  which  subordinates  are  not  sure  about  the 
appropriate  course  of  action  to  follow.  Com¬ 
mands  may  serve  to  train  people  in  dealing 
with  uncertain  situations  in  which  the  present 
order  may  become  precedent  for  future  habit¬ 
ual  behavior.8 

The  function  of  communication  in  com¬ 
mand  is,  therefore,  to  specify  expected  be¬ 
havior  and  its  timing.  There  is  an  imperative 
quality  about  the  command  that  in  turn  affects 
the  language  used.  By  and  large,  the  the  ef¬ 
fective  command  is  one  that  is  unequivocal  in 
its  content.  The  language  is  likely  to  be  direct; 
the  symbols  used  in  language  are  generally 
known,  and  the  action  or  actions  expected 
clearly  defined.9 

Direction  and  command  are  preeminently 
processes  of  the  organization  grounded  in 
communication.  Giving  and  receiving  orders 
are  an  inevitable  aspect  of  every  organized 
activity  involving  the  exercise  of  authority. 


COORDINATION  OF  ACTIVITIES 

Communication  that  relates  to  coordination 
of  activities  can  be  complicated  by  the  fact 
that  the  activities  may  be  diverse  in  character. 
Accordingly,  those  who  are  coordinated  may 
think  in  special  terms  with  special  lingoes,  and 
have  great  difficulty  communicating  across 
activity  lines. 

In  order  to  make  himself  clear  to  all  the 
people  involved,  the  coordinator  of  diverse 
activities  has  to  have  knowledge  of  the  spe¬ 
cial  symbols  and  language  of  the  activities  he 
is  coordinating,  as  well  as  of  language  that 
can  bridge  the  differences  and  reach  all  people 
in  uniform  terms.  A  good  deal  of  confusion 
often  arises  through  the  failure  of  the  coor¬ 
dinator  to  use  language  that  can  produce  the 
same  results  through  uniform  interpretation 
of  the  symbols  involved. 


NON-FORMAL  AND  INFORMAL  INTERACTION 

Every  group  situation  has  its  purely  social 
aspects.  The  circumstance  of  two  people  being 
thrown  together  is  usually  the  occasion  for 
small  talk  and  communication  about  a  variety 
of  related  and  unrelated  topics. 

The  function  of  this  communication  is  to 
establish  a  basis  for  interaction  between  two 
persons.  The  interaction  is  meaningful  be¬ 
cause  the  two  people  can  understand  each 
other.  The  content  of  the  interaction  may  be 
totally  unrelated  to  the  circumstances  of  their 
being  together.  Seat  mates  on  a  street  car  may 
talk  about  the  weather,  which  is  scarcely  re¬ 
lated  to  the  fact  that  they  are  simultaneous 
occupants  of  the  street  car.  Yet,  as  total 
strangers  they  prefer  to  talk  to  each  other 
rather  than  to  sit  in  uncomfortable  silence  side 
by  side  rubbing  elbows.  The  sociability  of 
man,  everywhere  evident,  depends  on  com¬ 
munication. 

Work  organizations,  as  we  have  already 
seen,  are  composed  of  many  people  thrown 
together  while  working.  Their  sociable  inter¬ 
action  requires  communication  through  a  com¬ 
monly  understood  language.  This  common 
language  makes  sociable  interaction  possible 
and  is  often  important  in  getting  work  done. 
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We  can  readily  distinguish  three  forms  of 
communication:  oral  communication,  written 
communication,  and  gestural  communication. 
In  general,  we  say  that  any  kind  of  meaning¬ 
ful  symbolism  represents  a  form  of  communi¬ 
cation.  The  wave  of  a  hand  or  the  look  in  the 
eye,  just  as  much  as  the  written  or  spoken 
word,  can  be  a  meaningful  communication. 
Gestures  often  constitute  a  very  important 
aspect  of  the  spoken  word.  With  the  written 
word,  “reading  between  the  lines”  is  a  mean¬ 
ingful  aspect  of  the  intended  communication. 

We  can  generally  distinguish  among  these 
three  forms  of  communication,  not  only  in 
terms  of  their  distinctive  origin,  but  also  in 
terms  of  the  occasions  for  their  use.  Written 
communication  is  typically  reserved  for  oc¬ 
casions  where  some  degree  of  performance  is 
desired  in  the  communication.  Written  com¬ 
munication  is  also  used  where  the  communi¬ 
cator  is  separated  at  some  distance  from  the 
object  of  his  communication,  and  sends  it  in 
written  form  to  insure  its  transmission.10 

The  use  of  a  teletype  as  a  form  of  business 
communication  whereby  a  central  office  can 
send  telegram-like  messages  directly  to  branch 
offices  or  scattered  plants  is  an  interesting  case 
of  written  communication.  It  is  obvious  that 
the  system  of  communication  could  be  main¬ 
tained  by  voice,  through  the  telephone.  Ap¬ 
parently,  writing  the  message  is  more  likely 


to  insure  its  delivery  and  comprehension  be¬ 
cause  it  is  a  permanent  record  that  can  be 
retained  as  long  as  it  is  useful.  Furthermore, 
messages  are  transmitted  exactly  as  they  were 
sent  and,  therefore,  there  can  be  no  question 
that  the  words  intended  by  the  sender  actu¬ 
ally  reached  the  receiver. 

Oral  communication  takes  place  where 
speed  is  essential,  where  indeterminacy  exists 
about  the  content  of  communication  and  it  is 
necessary  to  “talk  it  over”  before  commit¬ 
ments  are  made,  where  trivia  or  non-essential 
content  is  exchanged,  or  where  the  “true” 
meaning  depends  on  accompanying  modes  of 
expression  and  nuances  of  speech.  Talking  is 
the  most  common  mode  of  communication. 
Unless  there  is  good  reason  to  substitute  writ¬ 
ten  communication  for  it,  verbal  communica¬ 
tion  is  the  central  means  for  getting  work 
done,  and  interacting  with  fellow  men  while 
doing  it. 

Gestural  communication  is  perhaps  the 
most  limited  form  of  communication.  Its  some¬ 
times  subtle  character  often  means  that  the 
audience  is  limited,  and  has  to  be  exception¬ 
ally  alert  even  to  catch  the  communication. 
Indeed,  unless  the  communicator  is  carefully 
watched,  the  audience  may  not  catch  the  wink 
which  gives  a  special  meaning  to  the  words 
he  is  uttering.  There  is  generally  an  immedi¬ 
acy  about  gestural  communication. 


CHANNELS  OF  COMMUNICATION 


Official  communication  in  the  organization 
generally  follows  the  flow  of  organization  au¬ 
thority.11  Command  and  coordination  flow 
downward  through  channels  of  authority.  Co¬ 
ordination  also  requires  that  there  be  con¬ 
siderable  horizontal  communication  among 
the  departments  whose  activities  interlock. 
Formal  control  of  organization  behavior  ne¬ 
cessitates  a  two-way  flow  of  standards  and 
expectations  downward,  and  reports  of  ac¬ 
tual  operations  upward,  through  the  authority 
structure. 


UPWARD  COMMUNICATION 

Much  has  been  made  in  the  literature  on 
organization  communication  about  the  need 
for  channels  upward  from  the  rank-and-file. 
It  is  often  vigorously  argued  that  top  manage¬ 
ment  is  isolated,  because  of  poor  upward 
communication,  from  what  really  goes  on  in 
the  organization.12  Solutions  suggested  in¬ 
clude  the  “open  door”  policy  of  urging  em¬ 
ployees  to  “pop  in  any  time,”  suggestion  sys¬ 
tems,  and  surveys  of  employee  attitudes.  These 


340 


MANAGEMENT  OF  WORK  ORGANIZATION 


methods  do  serve  to  increase  the  flow  of  in¬ 
formation  to  top  management.13 

What  is  not  always  entirely  clear  is  why  top 
management  wants  more  information  in  the 
first  place.  There  can  be  two  general  motives. 
Top  management  may  be  concerned  with  con¬ 
stant  innovation  looking  toward  improvement, 
and  will  want  all  relevant  information  that 
will  make  innovations  most  effective.  Operat¬ 
ing  on  this  motive,  management  is  justified  in 
seeking  the  most  imaginative  ways  for  increas¬ 
ing  the  upward  flow  of  information.14 

The  second  motive  for  increasing  upward 
communication  is  based  on  vanity.  Some  au¬ 
thority  holders  constantly  seek  approval  of 
subordinates.  Sometimes  there  is  insufficient 
evidence  that  such  approval  exists.  Efforts 
may  be  made  to  increase  communication  up¬ 
ward  with  the  hope  that  the  boss  will  be  made 
to  look  good,  or  at  least  feel  good.  The  boss 
wants  yes  men,  and  his  subordinates  obliging¬ 
ly  polish  the  apple. 

In  a  later  section  dealing  with  subordination 
we  point  out  that  the  boss  is  very  likely  to 
hear  what  he  wants  to  hear  without  formal 
action  to  increase  upward  communication. 
Where  the  desire  to  improve  is  the  motive  for 
enhancing  the  upward  flow  of  communication, 
it  is  often  difficult  to  separate  the  honest  re¬ 
action  of  subordinates  from  their  responses  in 
terms  of  what  they  think  top  management 
wants  to  hear.  For  that  reason  it  is  desirable 
to  gather  information  at  points  of  critical  be¬ 
havior.  For  example,  exit  interviews  with  em¬ 
ployees  leaving  the  company  can  often  be 
exceedingly  enlightening  about  what  is  really 
going  on,  since  the  departing  employee  no 
longer  cares  about  making  an  impression  on 


the  boss.  A  careful  analysis  of  grievances  often 
conveys  important  information  to  manage¬ 
ment  about  what  is  really  happening. 

THE  GRAPEVINE 

The  chains  of  friendship  and  casual  asso¬ 
ciations  in  work  organizations  are  the  com¬ 
munication  channels  through  which  flows  the 
daily  gossip.  This  is  usually  called  the  grape¬ 
vine.  The  grapevine  supplements  formal  chan¬ 
nels  of  communication  by  carrying  the  infor¬ 
mation  no  one  had  thought  to  transmit  for¬ 
mally,  or  which  cannot  really  pass  through 
formal  channels.15  The  grapevine  also  carries 
the  personal  impressions  and  reactions  of 
each  gossip  on  the  party  line.  The  grapevine 
can  be  exceedingly  fast  in  spreading  informa¬ 
tion;  it  can  also  be  inaccurate  about  what 
moves  along  its  channels.16 

The  grapevine,  like  social  groups  at  work, 
is  a  natural  phenomenon  of  organization.  It 
can  never  be  eliminated.  Seldom  can  it  be 
controlled  or  systematically  used.  Sometimes 
official  communications  have  to  confront  the 
grapevine  in  order  to  correct  inaccuracies  car¬ 
ried  by  it.  Generally,  however,  informal  com¬ 
munication  is  ephemeral  and  requires  only 
time  to  lose  its  currency  and  interest.17 

Some  employees  become  central  transmit¬ 
ters  on  the  grapevine.  They  are  the  people 
consulted  when  it  is  desired  to  know  “what 
is  really  going  on.”  It  is  difficult  to  determine 
how  much  the  reputation  of  grapevine  “stars” 
is  based  on  accuracy  of  their  information,  and 
how  much  on  their  imaginative  style  or  on 
the  sheer  volume  of  their  output. 


LANGUAGE  OF  COMMUNICATION 


The  meanings  attaching  to  symbols  of 
communication  are  a  consequence  of  social 
experience.18  A  particular  word,  phrase,  or 
even  an  entire  idea  may  have  special  meaning 
because  of  the  particular  interpretation  given 
to  it  in  a  limited  social  setting. 

LANGUAGE  AND  SOCIAL  BACKGROUND 

If  the  general  social  background  of  manage¬ 
ment  men  and  the  rank  and  file  of  an  organi¬ 


zation  were  more  or  less  identical,  there  would 
be  fewer  barriers  to  communication  between 
them.  However,  the  social  experience  of  these 
two  classes  of  people  tend  to  be  quite  distinct 
and  different.19  As  a  consequence,  the  kinds 
of  symbols  and  language  used  by  management 
may  differ  markedly  from  those  used  by  the 
rank  and  file  of  the  organization.  Furthermore, 
the  same  symbols  may  have  different  meanings 
in  the  two  classes  of  people.  The  use  of  a 
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particular  word  or  phrase  by  management  with 
one  intended  interpretation  may  be  accom¬ 
panied  by  quite  a  different  interpretation 
among  employees.20 

A  great  deal  of  effort  management  spends 
on  training  its  younger  talent  is  concerned  with 
developing  a  language,  a  set  of  symbols,  and 
a  means  of  expression  typically  managerial  in 
its  style  and  content.  Indeed,  it  can  be  sug¬ 
gested  that  when  management  talks  about  de¬ 
veloping  a  “management  outlook”  on  the  part 
of  its  promising  young  men  or  its  newly 
elevated  supervisors,  attention  is  being  focused 
on  the  symbols  to  use,  and  the  language  to 
develop,  in  communicating  management  ideas, 
orders,  and  commands.21 

Difficulties  encountered  in  rising  from  the 
ranks  into  management  are  often  difficulties 
of  vocabulary  and  language.  Men  out  of  the 
ranks  usually  lack  the  vocabulary  and  general 
elegance  of  language,  together  with  the  sym¬ 
bolic  meanings  attached  to  words,  that  are 
ordinarily  found  among  those  in  management. 
Where  an  individual  rises  from  the  ranks  into 
a  managerial  position  he  may  sense  his  lan¬ 
guage  difficulties.  The  result  is  often  a  slavish 
imitation  of  someone  in  management,  chosen 
as  an  example  of  the  perfect  management 
person. 

The  college  graduate  typically  has  a  dis¬ 
tinct  advantage  in  entering  management  be- 
)  cause  of  his  larger  vocabulary  already  oriented 
1  towards  the  symbolic  meanings  used  by  man- 
3  agement.  It  is  one  function  of  college  educa- 
1  tion  to  provide  this  vocabulary  and  to  cast  it 
:t  into  such  forms  as  are  most  compatible  with 
j  the  symbols  of  management. 

It  has  often  been  noted  that  differences  in 
e  social  background  may  constitute  important 
d  barriers  to  effective  communication  within 
|  work  organizations.22  Management  finds  it 
b  difficult  to  talk  in  the  language  of  the  worker. 
1'  The  worker  finds  it  equally  difficult  to  convey 
n  his  thoughts  in  such  a  way  that  they  can  be 
v  understood  by  management. 

This  has  given  rise  to  a  number  of  attempts 
d  by  communication  specialists  to  convert  man- 
ii  agement  ideas  into  the  language  of  the  masses. 
1  These  attempts  invariably  take  the  form  of 
reducing  ideas  and  language  to  their  bare 
:  minimum,  often  presenting  them  in  comic 
I  books,  or  other  formats  at  a  similar  level. 

i 


Whether  these  attempts  at  simplifying  and 
reducing  the  level  of  language  are  effective 
remains  to  be  seen.  It  is  certainly  true  that  the 
balance  sheet  in  the  annual  statement  of  a 
company  can  be  simplified.  It  is  also  true  that 
many  basic  management  notions  can  be  pre¬ 
sented  in  comic  book  form.  The  work  of 
Rudolph  Flesch  and  others  in  the  same  field 
has  been  important  in  pointing  out  the  need 
for  clarification  in  communication.23  However, 
there  is  some  real  question  as  to  whether  or 
not  comic  books  are  really  the  natural  medium 
of  workers.24 

It  seems  reasonably  clear,  then,  that  there  is 
a  correlation  between  the  class  structure  of 
a  society  and  the  language  used  by  the  several 
classes.25  Where  the  classes  are  mixed  in 
staffing  an  organization,  the  differences  in 
language  that  are  represented  by  the  mixture 
may  constitute  important  obstacles  to  effective 
communication.26 


The  occupational  argot  of  some  experts  can  become 
exceedingly  esoteric.  Three  development  engineers 
discussing  a  technical  problem. 


OCCUPATIONAL  ARGOTS 

It  is  one  of  the  characteristic  features  of  dis¬ 
tinctive  occupations  that  they  develop  special¬ 
ized  languages  peculiar  to  the  occupations. 
Special  words  and  phrases  come  into  use  in 
the  occupation  that  are  largely  unknown  to 
outsiders.  We  can  see  the  occupational  argot 
characteristically  in  the  professions  where  the 
language  is  highly  specialized,  and  the  terms 
are  entirely  for  communication  among  experts, 
not  between  experts  and  laymen. 
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Occupational  argots  have  been  noted  in 
most  of  the  traditional  occupations  in  our  so¬ 
ciety  and  have  been  catalogued  for  the  pro¬ 
fessional  thief,  the  railroader,  and  other  oc¬ 
cupations.27 

An  occupational  argot  serves  to  identify 
the  member  of  the  occupation  and  to  distin¬ 
guish  him  from  those  outside  the  occupation. 
Furthermore,  it  serves  to  protect  the  occupa¬ 
tion  from  the  intrusion  of  the  outsider.  An  out¬ 
sider  readily  betrays  himself  by  his  failure  to 
use  the  right  language  at  the  right  time.  The 
occupational  argot  is  an  important  protective 
device  whereby  the  occupation  is  kept  rela¬ 
tively  free  from  invasion  by  outsiders.28 

From  the  standpoint  of  the  apprentice,  an 
important  part  of  learning  his  occupation  is 
to  learn  its  specialized  language.  He  may  ac¬ 
complish  this  as  a  result  of  formal  schooling. 
In  many  trades  and  professions,  acquisition 
of  a  new  vocabulary  specialized  to  the  occupa¬ 
tion  is  a  feature  of  on-the-job  experience. 

Occupational  argots  may  constitute  particu¬ 
lar  problems  in  the  communication  that  goes 
on  between  occupations,  and  from  manage¬ 
ment  to  specialized  occupations  within  a  work 
organization.  It  may  often  be  necessary  to 
translate  management  directives  and  orders 
into  language  that  is  more  compatible  with  the 
particular  occupational  argot  of  special  groups 


within  the  enterprise.  Correspondingly,  it 
may  be  necessary  for  the  spokesman  of  spe¬ 
cialists  to  be  interpreters  of  their  occupational 
language  to  management,  and  to  those  in  other 
specialties. 

STYLISTIC  ASPECTS  OF 
INDUSTRIAL  LANGUAGE 

Occupational  argots  serve  to  distinguish 
particular  occupations  and  identify  those  with¬ 
in  them  as  separate  from  those  who  are  not. 
Stylistic  aspects  of  industrial  language  tend  to 
identify  those  who  are  part  of  an  industry, 
and  distinguish  them  from  those  who  are  out¬ 
side  that  industry.  Thus,  the  stylistic  aspects 
of  industrial  language  tend  to  cut  across  all 
of  an  industry  and  to  serve  as  a  bond  that 
unites  those  who  work  in  it.  Identification 
with  the  industry  is  determined  by  the  lan¬ 
guage  used  that  is  stylistically  peculiar  to  that 
particular  industry.  Failure  to  use  the  language 
clearly  identifies  strangers  to  the  industry. 

Variations  in  industrial  language  style  tend 
to  be  less  extreme  in  language  content  than 
occupational  argots.  Occupational  argots  are 
typically  full  of  invented  words  or  highly 
specialized  interpretations  of  old  words.  Stylis¬ 
tic  aspects  of  the  language  of  an  industry  are 
likely  to  be  less  distinctive  in  character. 


COMMUNICATION  AND  LEARNING 


There  are  a  number  of  different  thecries  of 
learning,  basic  to  all  of  which  is  the  communi¬ 
cation  process.  It  is  not  our  purpose  here  to 
evaluate  various  learning  theories,  but  we 
are  concerned  with  understanding  the  role 
that  communication  plays  in  learning. 

The  thing  to  be  learned  is  always  symboli¬ 
cally  meaningful  to  the  learner.  It  would  be 
impossible  to  learn  something  which  did  not 
have  meaning  in  some  way  or  other  to  the 
individual.  This  meaning  may  be  deep  and 
extensive  or  it  may  be  superficial  and  more  or 
less  irrelevant  to  the  learning  process.  Thus, 
learning  to  respond  in  a  loving  fashion  to  an¬ 
other  human  being  may  involve  not  only  an 
intellectual  comprehension  of  a  love  relation¬ 
ship  but  also  an  accompanying  and  fortifying 
emotional  state.  On  the  other  hand,  learning 


a  set  of  nonsense  syllables  to  be  able  to  repeat 
them  from  memory,  may  entail  only  recogni¬ 
tion  of  the  fact  that  the  nonsense  syllables  are 
composed  of  understandable  letters  put  to¬ 
gether  in  nonsensical  combinations. 

We  can  then  see  that  symbols  enter  into 
the  learning  process  either  as  stimuli  or  as 
content;  they  must  always  be  meaningful  and, 
hence,  communicable,  in  order  that  learning 
may  occur. 

JOB  TRAINING 

All  training  programs  of  a  formal  or  in¬ 
formal  character,  designed  to  prepare  an  in¬ 
dividual  better  for  a  task,  are  based  on  com¬ 
munication.  The  training  may  be  highly 
formalized  in  a  classroom  session,  or  con- 
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tained  in  written  material.  It  may  be  rela¬ 
tively  informal,  involving  largely  on-the-job 
participation  and  observation. 

It  should  be  noted  that  there  are  different 
kinds  of  learning  that  take  place  using  different 
methods  of  communication.  Written  com¬ 
munication  is  likely  to  cover  the  most  general 
and  rigid  portions  of  the  material  to  be  learned. 
This  written  material  may  apply  generally  to 
all  learners  and  tends  to  cover  a  specific  situ¬ 
ation  with  little  variation. 

The  kind  of  learning  resulting  from  verbal 
communication  is  likely  to  be  specialized 
to  the  individual.  It  may  involve  small  de¬ 
tails  that  do  not  warrant  permanent  recording 
in  writing.  Verbal  communication  may  aid 
learning  by  transmitting  attitudes  and  points 
of  view,  or  by  elaborating  and  interpreting 
specific  points.  Verbal  communication  may 
also  be  used  to  correct  individual  errors  and 
instruct  a  new  person  about  his  particular 
skill  needs. 

The  most  subtle  form  of  learning  about 
industrial  behavior  takes  place  through  ges¬ 
tural  communication.  Here  the  learner  comes 
to  observe  minor  variations  in  behavior  of 
the  trainer,  who  very  often  is  not  really  aware 
of  the  extent  to  which  he  is  influencing  the 
learner  by  the  cues  that  his  physical  behavior 
provides.  By  and  large,  gestural  communica¬ 
tion  involves  the  semi-conscious  or  implicit 
attitudes  and  values  that  surround  an  area  of 
learning. 

In  the  typical  learning  situation,  the  three 
basic  forms  of  communication  are  used.  Since 
each  form  of  communication  has  a  somewhat 
different  relationship  to  the  learning  process, 
it  is  not  always  certain  that  different  forms 
of  communication  will  be  reinforcing.  Indeed, 
they  may  tend  to  negate  each  other.  For  ex¬ 
ample,  the  gestures  or  the  look  in  the  eye  of 
the  instructor  may  make  it  clear  that  he  does 
not  believe  the  things  he  is  attempting  to 
teach.  In  such  an  instance,  the  cue  that  the 
instructor  gives  will  obviously  override  the 
expectation  that  the  spoken  or  written  word 
attempts  to  achieve  in  the  learner. 

JOB  ORIENTATION 

Orientation  and  indoctrination  are  essen¬ 
tially  concerned  with  achieving  relative  adjust¬ 


ment  of  the  new  individual  to  the  organiza¬ 
tion.  There  is  a  minimum  amount  the  new 
member  must  be  told  about  his  place  in  it 
and  the  kinds  of  expectations  that  play  on  him 
in  filling  this  place.  Furthermore,  he  has  to 
be  informed  about  the  rewards  he  will  re¬ 
ceive  for  doing  his  job,  and  the  limitations 
that  surround  appropriate  behavior  for  him. 

The  content  of  orientation  and  indoctrina¬ 
tion  is  relatively  rigid  and  invariant.  The  indi¬ 
vidual  learns  about  the  organization  and  the 
general  rules  governing  behavior  in  it.  This 
can  readily  be  incorporated  in  a  manual  or 
booklet.29  With  respect  to  a  specific  job, 
orientation  takes  place  through  the  use  of  job 
descriptions  and  operating  procedures,  speci¬ 
fying  in  exact  detail,  and  invariant  order,  the 
activities  by  which  tasks  are  performed. 

Indoctrination  and  orientation  give  the  in¬ 
dividual  a  fairly  rigid  framework  within  which 
he  sees  himself  as  an  operating  member  of  the 
organization.  Consequently,  the  kind  of  com¬ 
munication  in  orientation  and  indoctrination 
tends  to  be  rigid,  invariant,  specific,  and  stable. 
A  great  share  of  orientation  can  be  accom¬ 
plished  through  written  communication.  In 
some  instances  this  may  be  supplemented  by 
other  visual  forms  of  communication,  such  as 
slides  and  moving  pictures. 


DISCIPLINE 

We  can  consider  discipline  as  established 
learning.  From  this  standpoint  discipline  rep¬ 
resents  a  learned  response  that  is  made  with 
little  variation  in  the  face  of  the  appropriate 
stimulus.  A  great  deal  of  communication  in 
orientation  and  indoctrination  is  designed  to 
condition  the  individual  to  invariant  responses 
under  appropriate  circumstances.  We  can  see 
this  most  obviously  in  military  organizations 
where  a  great  deal  of  the  initial  basic  training 
involves  establishing  a  disciplined  series  of 
responses  to  appropriate  military  situations. 

Since  the  nature  of  discipline  is  to  inculcate 
and  establish  a  response  that  has  a  very  nar¬ 
row  range  of  variation,  the  communication  de¬ 
vices  used  are  typically  rigid  and  subject  to 
little  personal  interpretation.  Indeed,  it  might 
be  argued  that  the  effectiveness  of  discipline  is 
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partly  a  consequence  of  the  rigidity  of  the 
communications  that  establish  it.  The  cate¬ 
chism  of  the  church,  the  close-order  drill  of 
the  soldier,  and  the  continuous  performance 
of  a  repetitive  task  by  an  industrial  worker 
all  fortify  the  individual’s  discipline  through 


a  system  of  repetitive  and  invarying  communi¬ 
cation. 

The  kinds  of  communication  that  satisfy 
the  functions  of  orientation  and  indoctrina¬ 
tion  tend  to  be  fixed,  objective,  and  rigid  in 
character. 


COMMUNICATION  AND  COMMAND 


In  order  to  analyze  command  communica¬ 
tions,  it  is  necessary  to  describe  the  circum¬ 
stances  in  which  command  is  displayed.  Com¬ 
mand  is  exercised  in  situations  in  which  there 
is  a  question  of  changing  operations,  or  in 
which  there  is  a  question  of  alternatives  in 
operations.  In  both  instances,  a  function  of 
command  is  to  keep  an  operation  going  in 
case  it  threatens  to  stop.  Knowing  this  func¬ 
tion  of  command,  we  can  understand  the 
special  characteristics  of  communications 
used  in  commanding.30 

A  command  exhibits  the  following  charac¬ 
teristics:  (A)  it  specifies  the  situation  of 
action  completely  and  unequivocally,  (B)  it 
describes  the  actions  necessary  in  the  particu¬ 
lar  situation,  and  (C)  it  designates  the  begin¬ 
ning  and  end  of  the  required  action,  together 
with  its  timing. 


DEFINING  THE  SITUATION 

A  command  applying  to  a  situation  requires 
adequate  definition  of  the  situation.  Accord¬ 
ingly,  a  command  may  be  issued  with  a  com¬ 
plete  description  of  the  situation  to  which  it 
applies.  Alternatively,  a  command  may  be 
issued  under  circumstances  where  the  situa¬ 
tion  itself  is  obvious  to  all  concerned.  The 
command  then  may  ignore  the  description  of 
the  situation  because  it  is  issued  in  the  midst 
of  it.  Nevertheless,  the  description  of  the  situ¬ 
ation,  or  its  acknowledgment,  is  a  necessary 
part  of  every  command. 

A  command  always  has  an  explicit  and 
obvious  reality  orientation.  It  is  oriented  to 
some  specific  operating  situation  or  reality  in 
the  life  of  the  organization.  The  command, 
therefore,  may  not  only  have  to  specify  the 
situation  to  which  it  applies,  but  it  also  may 


have  to  delineate  the  boundaries  between  that 
situation  and  others.  Usually  this  separation 
of  different  situations  of  command  is  implicit. 
Under  some  circumstances  it  may  have  to  be 
made  explicit. 


SPECIFYING  BEHAVIOR 

The  second  feature  of  a  command  is  that  it 
describes  the  response  or  behavior  those  com¬ 
manded  are  to  exhibit  in  the  specified  situa¬ 
tion.31  The  command  is  specific  and  concrete 
as  to  expected  behavior.  There  is  typically  no 
choice  presented  to  the  subordinate  about  his 
expected  behavior. 

A  command  is  issued  on  the  assumption 
that  the  behavior  is  known,  and  will  be  forth¬ 
coming  without  any  question.  Thus,  the  speci¬ 
fication  of  behavior  for  subordinates  has  the 
particular  characteristic  that  it  is  unitary  and 
not  a  series  of  alternatives.  Subordinates  are 
not  given  an  opportunity  to  choose  among 
several  possibilities.  They  are  told  to  do  some¬ 
thing  which  is  either  set  forth  specifically,  or 
so  well  known  that  it  can  be  designated  by  a 
key  descriptive  word  or  phrase. 

It  is  clear  that  commands,  requiring  fixed 
responses,  depend  on  a  high  degree  of  disci¬ 
pline  among  subordinates.  Thus,  the  effective¬ 
ness  of  command,  or  the  effectiveness  of 
authority,  is  dependent  on  inculcating  disci¬ 
pline  in  the  organization  so  that  commands 
will  be  obeyed  when  issued. 32 


TIMING  BEHAVIOR 

The  third  feature  of  a  command  rests  on 
the  limited  time  span  it  covers.  The  command 
usually  specifies  a  beginning  and  an  end  for  the 
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action,  and  often  a  timing  of  the  action  com¬ 
manded,  as  well.  These  are  important  char¬ 
acteristics  of  every  command.  Failure  to  estab¬ 
lish  the  limits  within  which  the  command  is 
operative  and,  therefore,  the  time  during 
which  the  commanded  behavior  will  continue, 
leads  to  inappropriate  behavior  by  subordin¬ 
ates  who  continue  to  carry  out  a  command 
that  is  no  longer  applicable. 

STANDING  ORDERS 

There  are  special  kinds  of  commands  that 
may  be  incorporated  in  standing  orders.  In 
the  military  context  these  may  be  designated 
as  standing  operating  procedures,  for  which 
there  are  industrial  counterparts. 

Standing  orders  can  be  effective  as  com¬ 
mands  in  those  situations  in  which  there  are 
relatively  frequent  recurrences  of  circum- 
tances  requiring  direction.  Furthermore,  the 
situations  are  fairly  standard  and  of  uniform 
characteristics.  Accordingly,  it  may  be  pos¬ 
sible  for  the  authority  holder  to  establish  a 
permanent  order  or  directive  covering  such  a 
situation  and  have  it  known  well  in  advance 
to  all  those  who  would  be  affected  by  it. 
When  that  situation  occurs,  the  standing  order 
is  automatically  operative.  At  the  end  of  the 
situation  the  standing  order  is  automatically 
inoperative.  It  is  one  of  the  problems  of  execu¬ 
tives  to  be  able  to  distinguish  the  situations  in 
which  ad  hoc  commands  are  to  be  used  from 
situations  in  which  standing  orders  are 
applicable. 

The  language  of  command  tends  to  be 
highly  precise,  relatively  impersonal,  and 
effectively  descriptive.  Furthermore,  it  tends 
to  be  concise  in  its  expression,  and  the  sym¬ 
bols  in  which  it  is  couched  tend  to  be  uniquely 
appropriate  to  the  organization. 

LANGUAGE  OF  SUBORDINATION 

There  is  an  obvious  language  used  by 
subordinates  in  communicating  with  their 
organization  superiors.  This  language  of  sub¬ 
ordination  is  one  of  the  most  visible  aspects  of 
authority  and  status  relations  in  work  organ¬ 
izations.  “Sir”  and  “Mister”  are  common  parts 


of  subordinates’  language.  Equally  common 
are  the  attitudes  of  “speaking  only  when 
spoken  to,”  and  posture  of  rapt  attention  to 
the  boss’  words.  Still  obvious,  but  at  a  ges¬ 
tural  level,  are  head  nodding  in  automatic 
agreement,  tensed  bodily  positions  indicating 
obeisance,  rising  from  a  seat  when  the  boss 
enters,  or  ceremonially  following  him  in  walk¬ 
ing. 

All  status  relations  and  all  authority  rela¬ 
tions  involve  two-way  communication  of 
status  differences  or  differential  authority 
level.  The  high  status  person  reveals,  in  his 
mode  of  communication,  his  superior  posi¬ 
tion  when  communicating  with  a  lower  status 
individual.  At  the  same  time,  the  status  differ¬ 
ence  is  reinforced  by  the  lower  status  person 
confirming  his  lower  position  when  respond¬ 
ing  to  the  person  of  higher  status.  Similarly, 
differences  in  authority  level  are  sustained  by 
the  reciprocal  confirmation  of  their  relative 
positions  through  the  languages  of  superior 
and  subordinate. 

A  particular  aspect  of  the  language  of  sub¬ 
ordination  is  the  subordinate’s  anticipation 
of  what  is  required  or  wanted  by  the  superior. 
The  superior  has  expectations  for  the  organ¬ 
ization  and  his  subordinates;  these  may  cover 
attitudes,  behavior,  the  outcome  of  plans,  or 
even  the  spirit  and  atmosphere  of  the  organ¬ 
ization.  Subordinates,  knowing  these  expecta¬ 
tions,  find  ways  to  tell  the  boss  they  are  being 
met.  If  the  superior  expects  cooperation,  he 
hears  his  subordinates  talk  to  him  in  terms  of 
cooperation;  if  harmony  is  one  of  his  goals, 
reports  and  communications  to  him  stress 
harmony;  if  working  hard  is  a  precept,  then 
subordinates  make  sure  to  communicate  their 
hard-working  efforts  to  the  boss. 

The  superior  tends  to  be  engulfed  in  com¬ 
munications  that  make  him  “look  good,”  and 
give  the  impression  that  things  are  going  ac¬ 
cording  to  expectations.  This  aspect  of  the 
language  of  subordination  is  an  important 
part  of  the  isolation  of  the  executive.33  The 
executive,  so  long  as  his  effective  operations 
depend  on  communications  flowing  to  him,  is 
a  partial  prisoner  of  the  communication  net¬ 
work.  Subordinates  can  color  information 
reaching  the  boss,  or  even  keep  things  from 
him.  They  can  give  the  boss  a  false  impression 
about  what  is  happening  in  the  organization. 
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The  executive  can  suffer  in  the  effectiveness 
with  which  he  does  his  job  by  isolation  from 
the  reality  of  his  organization. 

There  is  a  subtle  line  distinguishing  the 
language  of  subordination  from  the  language 
of  insubordination.  A  slight  exaggeration  in 
the  language  of  subordination  may  be  enough 
to  make  the  communication  an  act  of  effec¬ 
tive  insubordination.  Too  many  “Yes,  Sir’s” 
or  too  obvious  obeisance  may,  in  fact,  be  actu¬ 
ally  disrespectful  in  intent.  Sarcasm  is  an  effec¬ 
tive  weapon  of  insubordination. 

At  the  other  extreme,  what  appears  to  be 
insubordinate  language  may  be  intended  as 


genuine  expressions  of  subordination.  “That 
S.O.B.”  or  “Old  Stinky”  may  actually  be 
words  of  respect  for  the  boss  in  some  reaches 
of  the  industrial  world. 

The  fine  line  in  communicating,  between 
the  languages  of  subordination  and  insubordi¬ 
nation,  underscores  again  the  subtlety  of  hu¬ 
man  interaction.  Language  is  a  medium  of 
interaction.  Its  fine  shades  of  meanings  and 
significant  symbolism  are  more  than  adequate 
to  cover  the  full  range  of  human  sentiments. 
At  work,  as  in  all  social  relations,  the  atten¬ 
tive  ear  can  find  these  subtle  meanings  that 
denote  subordination  and  insubordination. 


COMMUNICATION  AND  COORDINATION 


Coordinating  activities  requires  a  special 
content  to  communication.  There  is  generally 
involved  in  coordination  a  need  for  compre¬ 
hending  diverse  languages,  and  then  translat¬ 
ing  the  coordinating  activities  into  common 
language  comprehensible  to  all  the  specialists 
involved. 

The  coordinator  has  to  have  considerable 
knowledge  of  the  diverse  occupational  argots 
used  by  those  whose  activities  he  is  coordina¬ 
ting.  He  may  achieve  this  by  having  a  special¬ 


ist  in  each  field  as  a  translator  from  the  special 
language  to  a  more  general  language,  or  he 
may  himself  be  the  translator  able  to  take 
the  special  languages  and  make  general  sense 
out  of  them.34 

Out  of  this  need  for  understanding  special 
occupational  argots  arises  the  tendency  for 
the  coordinator  to  be  particularly  critical 
about  communications  coming  to  him  from 
specialized  areas.  The  coordinator  raises  ques¬ 
tions  about  the  meaning,  intent,  and  purpose 


A  remarkable  amount  of  coordination  of  activities  is  achieved  in  conferences  and 
small  working  groups  where  talking  is  the  major  form  of  interaction.  Here  pro¬ 
duction  men  and  engineers  are  conferring  on  a  proposed  production  line  layout. 
The  lone  man  at  the  left  almost  seems  to  bend  his  ear  to  catch  a  word  from  either 
of  the  two  groups  conferring.  Perhaps  he  is  just  lonesome  and  feels  left  out  of 
things  because  nobody  is  talking  to  him. 
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of  proposals,  ideas,  suggestions,  and  plans 
that  come  from  specialized  areas  of  the  organ¬ 
ization.  The  language  of  the  coordinator  in 
securing  his  information  is,  therefore,  of  a 
questioning,  critical  character.  His  questions 
are  designed  to  maximize  the  amount  of  use¬ 
ful  knowledge  that  can  be  secured  from  each 
specialized  area  of  operations.  There  may  be 
no  limit  on  the  range  of  questions  asked  to 
clarify  information  flowing  to  the  coordin¬ 
ator.35 

When  the  coordinator,  in  turn,  issues  his 
commands  for  coordination,  his  language 
tends  to  be  universal  enough  to  be  understood 
by  all  specialists  involved.  This  language  may 
contain  many  stylistic  aspects  of  the  industry, 


but  it  is  likely  to  have  a  minimum  amount  of 
the  occupational  argot  of  departments  whose 
activities  are  being  coordinated. 

From  the  standpoint  of  content  rather  than 
language  form,  there  is  heavy  emphasis  in 
coordinating  communications  on  the  interre¬ 
lations  among  separate  activities.  This  may 
take  the  form  of  delegating  responsibilities 
to  special  departments.  It  may  take  the  form 
of  commanding  that  certain  kinds  of  joint 
activities  be  carried  on,  or  that  activities  pro¬ 
ceed  in  serial  order.  Coordinating  commands 
usually  include  directions  as  to  the  flow  of 
ideas,  the  flow  of  work,  or  the  flow  of  respon¬ 
sibility. 


COMMUNICATION  AND  INTERACTION 


Both  spoken  and  written  communication 
automatically  command  attention.  The  spoken 
word  has  the  privilege  of  being  heard  uninter¬ 
rupted.  The  written  word  also  draws  atten¬ 
tion  insofar  as  it  is  read  at  all. 

Informal  relations  fundamentally  change 
the  position  of  the  communicator  and  his  sub¬ 
ject.  The  subject  must  now  be  attentive  and 
seek  out  appropriate  interpretations,  rather 
than  expect  the  speaker  to  make  these  in¬ 
terpretations  clear  and  unequivocal.  There 
may  be  very  much  more  subtle  communica¬ 
tion  taking  place  through  gesture  or  through 
special  meaning  attached  to  words  and 
phrases.  It  is  the  hearer’s  responsibility  to  pay 
attention  to  these  subtle  aspects  of  communi¬ 
cation  and  try  to  fathom  their  meanings  and 
implications.36 


GROUP  BELONGING 

In  the  communication  that  takes  place  in 
social  groups  at  work,  responsibility  rests  with 
the  newcomer  to  demonstrate  language  be¬ 
havior  appropriate  to  acceptance  as  a  mem¬ 
ber.  The  group  may  not  be  at  all  concerned 
about  whether  the  newcomer  achieves  mem¬ 
bership  in  it.  He  has  to  prove  his  readiness 
to  be  accepted  as  a  peer  with  the  privileges  of 
equal  association  in  the  group.37 


The  judgments  made  as  to  the  readiness 
of  an  individual  to  be  accepted  in  the  group 
depend  partly  on  the  propriety  of  his  own 
communications.  The  newcomer  learns  to  use 
appropriate  phrases,  to  pronounce  words  in 
special  ways,  and  to  avoid  inappropriate 
words,  phrases,  and  general  language. 

The  level  of  sensitivity  is  raised  on  both 
sides  in  this  game  of  fraternization.  The  new¬ 
comer  is  highly  sensitive  to  nuances  of  the 
new  situation  about  which  he  is  learning.  The 
old  members  of  the  group  are  equally  sensi¬ 
tive  to  the  failures  of  the  newcomer  to  learn 
the  style  and  proper  forms  of  group  communi¬ 
cation.  The  phenomenon  of  hazing  takes  place 
as  much  at  the  verbal  level  and  at  the  level  of 
communication  as  it  does  at  a  physical  level  in 
the  process  of  introducing  a  newcomer  into 
an  established  social  group. 

FRATERNIZATION 

When  someone  in  a  position  of  authority 
attempts  to  fraternize  with  his  subordinates 
on  an  informal  basis,  the  impropriety  of  the 
action  is  usually  clearly  evident  to  both 
parties.38  To  the  subordinate,  the  executive 
may  not  ring  true  in  his  language  usage,  in  the 
meanings  that  he  attaches  to  his  symbols,  and 
in  his  interpretation  of  the  language  of  the 
subordinates.  The  executive  is  probably  equally 
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aware  of  the  inappropriateness  of  his  dis¬ 
course.  Both  undoubtedly  become  extremely 
uncomfortable  in  this  artificial  situation.  It 
probably  does  little  good  for  an  executive  to 
be  “hail-fellow-well-met”  with  subordinates 
where  there  is  no  genuine  social  communica¬ 
tion  with  them.39 

This  perhaps  suggests  why  much  fraterniz¬ 
ation  with  subordinates  takes  place  in  specific 
activities  providing  the  necessary  focus  of 


attention,  and  also  the  basis  for  social  com¬ 
munication.  When  the  boss  bowls  with  his 
subordinates,  or  plays  golf  with  them,  or  en¬ 
gages  in  some  other  form  of  single-purpose 
behavior,  the  focus  of  attention  becomes  the 
game,  or  the  activity  on  which  they  can  center 
attention.  Under  these  circumstances,  frater¬ 
nization  may  ring  true,  and  there  can  well  be 
a  very  effective  social  interaction  between 
superior  and  subordinates. 


SEMANTICS  AND  SOCIAL  ACTION 


It  has  been  suggested  in  this  chapter  that 
the  behavior  of  individuals  and  the  require¬ 
ments  placed  on  them  in  fulfilling  their  posi¬ 
tions  in  an  organization,  determine  the  kind 
of  language  they  will  use,  and  the  content  of 
the  communications  with  which  they  will  deal. 
In  a  broader  sense,  then,  we  can  suggest  that 
social  action  and  language  are  interrelated.40 

Some  of  the  problems  that  arise  in  com¬ 
munication  are  a  consequence  of  the  failure 
to  see  the  relationship  between  language  and 
behavior.  We  suggested  in  this  chapter  that 
there  is  a  distinct  difference  between  the 
language  used  in  orienting  and  indoctrinating 
new  employees  and  the  language  that  is  typical 
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31  Cf.  Simon,  Administrative  Behavior,  pp.  71-73. 

32  This  implication  follows  from  the  experimental 
study  of  communication  and  organization  contin¬ 
ued  in  Alex  Bavelas  and  Dermot  Barrett,  “An  Ex¬ 
perimental  Approach  to  Organizational  Communica¬ 
tion,”  Personnel,  27:366-371  (March,  1951). 

33  See,  in  this  connection,  “Problem  for  the  Front 
Office,”  Fortune,  43:78  ff  (May,  1951). 

34  This  is  discussed  in  detail  in  Roethlisberger, 
Management  and  Morale,  pp.  62-63. 

35  In  the  special  circumstance  of  asking  how  the 
scientist  influences  business  decision  makers  to  adopt 
technological  innovations,  this  problem  of  transla¬ 
tion  from  occupational  argot  to  general  language  is 
dealt  with  in  J.  R.  Gass,  “The  Human  Element  in 
the  Application  of  Science,”  Impact  of  Science  on 
Society,  5:93-112  (June,  1954). 

36  Barnard,  The  Functions  of  the  Executive,  p.  90, 
has  coined  a  phrase,  “observational  feeling,”  to 
describe  sensitivity  to  subtle  communication  in  face- 
to-face  relations. 

37  The  process  of  acceptance  in  a  voluntary  social 
group  is  described  with  sensitivity  in  E.  C.  Hughes, 


“Dilemmas  and  Contradictions  of  Status,”  American 
Journal  of  Sociology,  50:353-356  (March,  1945). 

38  Cf.  C.  W.  Lawshe,  Psychology  of  Industrial  Re¬ 
lations  (New  York:  McGraw-Hill  Book  Co.,  1953), 
p.  265. 

39  See  in  this  connection  a  typical  treatment  of 
fraternization  in  “Getting  to  Know  Your  People,” 
Modern  Industry,  25:37-41  (April,  1953). 

40  It  is  interesting  to  note  that  with  the  recognition 
of  the  intimate  connections  between  language  and 
action,  communication  has  become  another  manage¬ 
ment  specialty  with  its  own  professional  practi¬ 
tioners.  It  is  reported  that  the  General  Electric  Com¬ 
pany  has  a  communications  department  with  seven 
staff  consultants  who  counsel  the  various  G.E.  plant 
managements  on  their  plant  and  community  relations 
problems.  The  American  Management  Association 
has  a  course  in  executive  communications  that  is 
given  nine  times  a  year.  Lehigh  University  and  the 
University  of  California  give  a  degree  course  in  com¬ 
munications  for  industry.  See  Factory  Management 
and  Maintenance,  62:136  (November,  1955). 


The  sign,  permanently  affixed  to  this  350  ton 
punch  press  used  for  stamping  gasoline  pump 
parts,  reads:  "Hazardous  work — Do  not  talk  to 
operator."  This  is  one  of  the  more  obvious  rules 
among  the  many  found  in  industrial  establish¬ 
ments. 
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WORK  RULES  AND  THEIR  ENFORCEMENT 


In  this  chapter  we  will  analyze  rules  govern¬ 
ing  work  behavior  and  the  methods  of  their 
enforcement.  We  will  first  examine  rules  and 
regulations  governing  behavior  in  work  organ¬ 


izations,  and  then  consider  the  enforcing  de¬ 
vices  employed  in  making  sure  that  most 
members  behave  according  to  the  rules  most 
of  the  time. 


WORK  RULES  AND  REGULATIONS 
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The  central  function  of  rules  and  regula¬ 
tions  is  to  provide  a  basis  for  predicting 
behavior.  A  rule  supposes  that  a  future  situa¬ 


tion  will  occur  for  which  the  proper  responsive 
behavior  can  be  established  in  advance.  This 
established  behavior,  together  with  the  circum- 
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stance  of  its  occurrence  is  the  content  of  the 
work  rule. 

The  importance  of  rules  as  predictors  of 
behavior  cannot  be  overemphasized.  In  the 
industrial  demands  for  high  speed,  repetitive 
operations,  and  consistency  in  result,  regula¬ 
tions  become  all  important  in  insuring  con¬ 
tinuity  of  production.  Complex  work  can  be 
planned  in  all  its  details  if  each  operator’s  con¬ 
tributions  to  the  work  flow  can  be  predicted 
with  reasonable  accuracy.  When  the  operator 
has  his  work  behavior  limited  by  rules  and 
regulations,  he  and  those  who  direct  him  have 
a  common  basis  for  prediction  of  outcome.1 

Preceding  chapters  of  this  book  have  laid 
great  stress  on  the  tremendous  range  and 
variety  of  constraints  and  restraints,  of  formal 
rules  and  regulations,  of  informal  expectations 
and  demands,  that  surround  the  performance 
of  every  work  assignment.2  A  major  general¬ 
ization  of  this  analysis  is  that  these  defining 
characteristics  of  work  function  to  increase 
accurate  predictions  about  work  processes. 

In  this  chapter  we  will  analyze  the  features 
of  rule-making  in  work  organizations.  Con¬ 
forming  to  work  rules  is  not  always  automatic. 
Rules  and  regulations  have  to  be  policed  and 
enforced.  We  will,  therefore,  also  turn  atten¬ 
tion  to  the  analysis  of  methods  for  enforcing 
rules. 

In  the  next  two  sections  we  will  analyze 
functions  of  rules  and  regulations.  It  should 
be  clearly  recognized,  however,  that  these  are 
functions  either  secondary,  or  supplementary, 
to  those  of  providing  grounds  for  predicting 
working  behavior. 

AFFIRMATIVE  RULES 

The  affirmative  rules  and  regulations  of  a 
work  organization  are  by  far  the  most  numer¬ 
ous.  They  cover  many  aspects  of  work  be¬ 
havior.  They  are  designed  to  give  new  and 
old  members  of  the  organization  a  clear-cut 
statement  of  what  is  expected  in  their  work¬ 
ing  behavior.3 

The  question  might  well  be  raised  as  to  why 
it  is  necessary  to  have  so  many  rules  in  an 
organization.  It  might  be  assumed  that  mem¬ 
bership  in  the  organization  and  habituation  to 
tasks  would  be  sufficient  to  teach  each  indi¬ 
vidual  what  is  expected  of  him,  and  the  proper 


methods  of  filling  his  job.  Why  then  is  it 
necessary  to  commit  many  of  the  affirmative 
procedures  governing  behavior  to  books  of 
rules,  or  to  incorporate  them  into  directives, 
orders,  or  regulations? 

We  can  see  the  need  for  objective  rules  and 
regulations  in  five  developments  that  are 
typical  of  modem  organizations.  In  the  first 
place  there  is  rather  high  personnel  turnover 
in  most  work  organizations.  Consequently 
there  are  at  any  one  time  a  fair  number  of 
individuals  who  are  relatively  new  to  the  or¬ 
ganization.  Accordingly,  it  becomes  most  effi¬ 
cient  to  provide  new  people  with  written  or 
explicit  regulations  governing  their  working 
behavior. 

A  second  reason  for  developing  regulations 
is  the  relatively  high  degree  of  internal  mo¬ 
bility  in  most  organizations.4  An  employee 
may  move  from  one  operation,  or  from  one 
level  of  management,  to  another.  There  may 
be  many  aspects  of  the  new  job  that  cannot 
be  learned  in  anticipation.  In  order  to  make 
the  transition  to  higher,  more  important,  or 
different  kinds  of  jobs  rapid  and  easy,  it  be¬ 
comes  desirable  to  make  explicit  the  rules 
governing  work  assignments. 

A  third  factor  leading  to  rules  and  regula¬ 
tions  is  the  impersonality  of  administration  in 
modern  work  organizations.  If  each  indi¬ 
vidual’s  performance  is  to  be  the  basis  for 
judging  his  success  or  failure,  then  it  becomes 
necessary  to  provide  each  employee  with  a 
specific  statement  of  organization  expecta¬ 
tions  so  that  he  may  be  able  to  conform  most 
adequately.  Consequently,  to  make  imper¬ 
sonal  administration  effective,  it  is  necessary 
to  set  down  working  expectations  in  concrete 
rules.5 

A  fourth  organizational  feature  of  regula¬ 
tions  is  that  they  permit  managers  to  ignore 
extenuating  circumstances  favoring  subordin¬ 
ates  engaged  in  questionable  or  prohibited 
behavior.  With  an  established  set  of  rules,  the 
supervisor  determines  whether  the  individual’s 
behavior  is  covered  by  one  or  another  class 
of  regulations.  Once  having  established  the 
class  of  rules  that  applies,  the  supervisor  then 
determines  if  its  conditions  have  been  satisfied. 
If  the  manager  finds  the  rule  broken,  he 
may  take  appropriate  action  to  secure  future 
compliance.  Thus  from  the  standpoint  of 
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management  an  explicit  body  of  rules  and 
regulations  makes  the  directing  function  more 
impersonal,  more  objective,  and  thereby  more 
universally  applicable. 

The  fifth  characteristic  of  the  “reign  of 
rules”  is  that  the  individual  worker  has  a 
sense  of  the  generality  of  the  work  regime 
under  which  he  operates.  This  derives  from 
his  recognition  that  the  organization  rules 
apply  to  whole  classes  of  employees,  and  that 
authority  is  not  exercised  at  the  whim  of  a 
superior.  The  individual  worker  recognizes 
that  what  is  expected  of  him  is  also  expected 
of  fellow  workers;  what  he  has  to  do,  others 
must  also.  As  a  consequence  the  work  regime 
is  seen  as  non-discriminatory  with  respect  to 
the  individual.6 

The  rules  and  regulations  of  a  work  organ¬ 
ization  result  from  developments  within  the 
organization.  Indeed,  as  we  show  elsewhere, 
much  of  the  relationship  between  management 
and  unions  is  concerned  with  elaborating  sys¬ 
tems  of  rules  and  regulations,  and  their 
objective  statement  and  codification  in  a  union 
contract.7  Rules  are  characteristic  features  of 
all  modem  work  organizations. 

NEGATIVE  RULES  AND  PROHIBITIONS 

Negative  rules  and  prohibitions  governing 
behavior  in  the  organization  tend  to  be  imper¬ 
ative  and  demanding.  Certain  kinds  of  be¬ 
haviors  are  prohibited  for  reasons  of  safety 
and  protection  against  physical  hazards.  There 
are  other  kinds  of  prohibitions  having  to  do 
with  protection  of  business  secrets,  or  with 
honesty  in  handling  valuable  property  of  the 
organization. 

Negative  rules  tend  to  be  clear  in  establish¬ 
ing  the  standards  beyond  which  lies  prohibited 
activity.  They  are  made  as  unequivocal  as 

TYPES  OF  RULES 

Rules  and  regulations  govern  different 
aspects  of  behavior  in  the  organization.  We 
will  now  examine  these  types  and  note  the 
areas  of  behavior  to  which  they  apply. 

PERSONAL  CONDUCT 

The  most  elementary  and  universal  rules  of 
a  work  organization  are  those  governing  per- 


possible  and  are  generally  widely  circulated 
and  distributed  throughout  the  organization. 
Furthermore,  there  is  usually  a  clear  state¬ 
ment  of  the  consequences  of  failure  to  abide 
by  the  prohibitions. 

Why  is  it  necessary  to  specify  for  an  em¬ 
ployee  both  the  things  he  should  do,  and  the 
things  he  should  not?  The  vast  quantity  of 
rules  and  regulations  in  any  organization  could 
lead  the  individual  to  assume  that  any  area 
not  covered  by  a  regulation  might  be  open  to 
freely  chosen  action.  We  can  perhaps  liken 
the  existence  of  both  affirmative  and  negative 
rules  to  the  more  general  moral  precepts  of 
our  society.  We  have  the  golden  rule,  which 
represents  an  affirmative  declaration  of  a  fund¬ 
amental  relationship  to  one’s  fellows.  But  we 
also  have  the  Ten  Commandments,  some  of 
which  are  prefaced  with  “thou  shalt  not.” 
These  are  the  negative  rules,  the  things  that 
are  prohibited  to  every  moral  individual. 

Affirmative  and  negative  rules  are  necessary 
in  the  society  as  a  whole.  They  are  equally 
necessary  in  work  organizations.  The  analogy 
can  be  carried  one  step  further.  The  golden 
rule  specifies  a  general  goal  or  objective  but 
it  does  not  set  forth  the  procedures  by  which 
one  establishes  and  maintains  the  love  of 
his  fellow  men.  Affirmative  regulations  are 
phrased  in  generalized  terms.  They  are  likely 
to  emphasize  objectives  to  be  attained,  rather 
than  their  method  of  attainment.  On  the  other 
hand,  prohibitions  are  specific  and  concrete. 
They  say  what  cannot,  should  not,  and  must 
not  be  done.  The  Ten  Commandments  are 
unequivocal.  The  prohibitions  that  are  writ¬ 
ten  into  the  rules  of  an  organization  are 
equally  unequivocal.  A  “no  smoking”  sign  in 
a  hazard  area  means  no  smoking  for  every¬ 
body,  without  exception,  in  the  interest  of 
safety. 

ND  REGULATIONS 

sonal  conduct.  These  rules  have  their  origin 
in  the  heterogeneous  background  of  employees 
of  modem  organizations.  As  we  have  noted 
in  Chapter  9,  the  American  labor  force  is 
composed  of  people  reared  in  widely  different 
settings.  Accordingly  one  expects  that  they 
bring  to  the  organizations  employing  them 
differing  standards  of  personal  conduct.  In 
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TABLE  19.1 

NEGATIVE  RULES  ARE  SPECIFIC,  WITH  CLEARLY  STATED  PENALTIES 

Prohibited  Activity  Penalty 


Theft  from  fellow  employees  or  Company 
Assault,  brawling  or  fighting  on  Company  property 

Any  act  of  threat 

Disobedience  to  proper  authority 

Working  under  assumed  name 

Possession  of  illegal  weapons  on  Company  property 

Malicious  or  careless  destruction  of  Company  property 

Solicitation  on  Company  property  without  permission 

Habitual  garnishments 

Careless  making  of  unnecessary  scrap  (spoilage) 
Smoking  where  or  when  prohibited 


Drinking  or  possessing  liquor  on  Company  property 


Discharge 

Two  weeks’  layoff  to  discharge  for  men 
involved 

Two  weeks’  layoff  to  discharge 
One  day’s  layoff  to  discharge 
Subject  to  discharge 
Discharge 

Three  days’  layoff  to  discharge 
Reprimand  to  discharge 
Discharge 

Reprimand  to  three  days’  layoff 
Three  days’  layoff  to  discharge: 

reprimand  to  three  days,  first  offense; 
two  weeks,  second  offense; 
discharge,  third  offense 
Three  days’  layoff  to  discharge 

Reprimand  to  three  days’  layoff 
Reprimand  to  three  days’  layoff 
One  week’s  layoff  to  discharge 
Reprimand  to  two  weeks’  layoff,  first -of¬ 
fense; 

discharge,  second  offense 
Two  weeks’  layoff  to  discharge 


Influence  of  liquor 

Leaving  department  or  building  during  working  hours  without 
notifying  foreman  or  reasonable  excuse 
Clean-up  or  idling  before  proper  time  at  quitting  time 
Wilfully  ringing  clock  card  of  another 
Gambling  on  Company  property 


Engaging  in  carnal  acts  or  relations  with  employees  of  opposite  Discharge 
sex  on  Company  property 

Constant  breach  of  safety  rules  Reprimand  to  discharge 


This  is  a  typical  set  of  negative  rules  incorporated  in  a  union  contract  in  the  automobile  industry  and  re¬ 
ported  in  N.  W.  Chamberlain,  The  Union  Challenge  to  Management  Control  (New  York:  Harper  & 
Brothers,  1948),  pp.  271-272.  Used  by  permission. 


order  to  establish  some  basic  uniformity  in 
the  interpersonal  relations  among  members  of 
the  organization,  rules  of  personal  conduct  are 
set  forth  in  its  personnel  policy.  For  example, 
personal  tidiness  varies  widely.  The  habit  of 
throwing  refuse  on  the  floor  is  common.  Busi¬ 
ness  firms  constantly  urge  employees  to  use 
waste  baskets,  and  to  keep  their  work  stations 
neat.  Sometimes  comers  are  painted  white  to 
discourage  their  use  as  refuse  dumps,  and 
signs  posted  to  urge  tidiness.  There  is  a  low¬ 
est  common  denominator  of  personal  neatness 
necessary  to  give  employees  the  feeling  that 
their  company  is  a  good  place  to  work. 

There  is  usually  httle  objection  to  rules 
governing  personal  conduct.  It  is  seldom  that 


a  union,  for  example,  will  attempt  to  include 
these  kinds  of  rules  within  the  scope  of  col¬ 
lective  bargaining.8  There  is  recognition  on 
the  part  of  all  concerned  that  some  kind  of 
code  is  necessary  to  govern  interpersonal 
relations. 

RELATIONS  WITH  THE  WORK  ORGANIZATION 

The  individual’s  relations  with  his  employ¬ 
ing  organization  is  specified  in  a  number  of 
different  categories  of  regulations.  The  most 
elementary  of  these  rules  sets  forth  the  condi¬ 
tions  of  employment.  When  is  a  person  an 
employee,  and  when  does  he  cease  to  be  an 
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employee?  The  answers  are,  in  part,  a  conse¬ 
quence  of  legal  definitions,  but  are  also  a  con¬ 
sequence  of  organizational  definitions. 

The  general  rules  governing  continuing 
membership  are  to  be  included  in  this  area. 
Thus  it  may  be  necessary  to  establish  rules 
for  determining  presence  or  absence  from  the 
job.  Time  clocks  may  be  installed  so  that  the 
ringing  of  the  card  in  and  out  may  be  taken 
as  prima  fade  evidence  that  the  individual 
has  been  on  the  job  for  the  period  reported 
on  the  time  card. 

Health  and  safety  rules  of  the  organization 
are  usually  set  forth  in  terms  of  affirmative 
and  negative  regulations  governing  individual 
behavior.  In  some  industries  where  protection 
of  the  product  is  essential  from  a  sanitary 
standpoint,  regulations  may  be  stringent  re¬ 
garding  personal  sanitation  in  handling  pro¬ 
tected  products. 

Still  another  type  of  regulation,  dealing 
with  the  individual’s  relation  to  his  work 
organization,  concerns  authority  and  its  exer¬ 
cise  by  superiors.9  Insubordination  is  usually 
defined.  The  requirement  of  obedience  to 
direction  by  management  officials  is  usually 
set  forth.  It  is  interesting  to  note  that  in  this 
area  there  is  a  good  deal  of  circumlocution. 
Ordinarily  the  employee  is  not  openly  directed 
to  give  complete  obedience  to  his  supervisor. 
Instead,  certain  acts  are  designated  as  acts  for 
which  severe  penalties  will  be  enforced.  Rules 
dealing  with  authority  are  usually  expressed 
in  terms  of  penalties  rather  than  affirmative 
descriptions  of  expected  behavior  when 
authority  is  exercised.  Workers  are  not  en¬ 
joined  from  punching  the  foreman  in  the 
nose,  but  physical  violence  is  generally  pro¬ 
hibited,  on  penalty  of  severe  punishment. 

Another  set  of  rules  relating  individuals  to 
their  work  organizations  deals  with  rights.10 
A  rule  may  be  established  covering  vacations. 
It  is  declared  to  be  a  right  of  the  individual 
to  enjoy  a  vacation  of  a  given  length,  after  a 
specified  number  of  months  of  service  with 
the  organization.  Other  rights  of  the  individual 
may  include  his  opportunity  to  use  the  com¬ 
pany  medical  service,  the  company  counsel¬ 
ing  service,  the  company  credit  union,  the 
company  recreational  facilities,  and  the  com¬ 
pany  eating  facilities. 

Generally,  rules  that  express  the  rights  of 


the  individuals  in  the  organization  also  estab¬ 
lish  limits  to  prevent  the  abuse  of  these  rights. 
For  example,  where  company  medical  service 
is  provided,  there  may  be  rules  specifying  that 
the  service  is  not  available  for  non-work  dis¬ 
abilities.  The  rules  and  regulations  are  designed 
to  prevent  exploitation  of  rights  in  an  un¬ 
justified  manner. 

Another  area  of  regulations  and  rules  re¬ 
lating  the  individual  to  the  organization  deals 
with  the  individual’s  obligations.11  Obligations 
are  of  a  general  character.  However,  it  is 
interesting  that  many  obligations  set  forth  in 
regulations  carry  only  a  moral  imperative  for 
their  fulfillment.  There  may  be  an  implicit 
threat  that  failure  to  fulfill  obligations  can 
have  repercussions  in  the  individual’s  promo¬ 
tion,  pay  raise,  or  general  opportunity  in  the 
organization.  Usually,  however,  the  statement 
of  obligation  does  not  carry  with  it  penalties 
for  failure  to  fulfill  it.  Thus,  it  may  be  an  obli¬ 
gation  to  report,  within  a  specified  time,  the 
nature  of  an  absence  from  work.  Such  obliga¬ 
tion  may  be  honored  more  in  the  breach  than 
the  observance  since  failure  to  carry  it  out  is 
seldom  penalized. 

Other  kinds  of  rules  specifying  the  general 
duties  of  each  individual  in  the  organization 
also  have  a  moral  imperative  rather  than  the 
force  of  penalties  behind  them.  There  may  be 
a  regulation  that  employees  are  to  report  all 
cases  of  stealing.  The  intent  is,  of  course,  to 
discourage  pilfering  in  the  organization.  How¬ 
ever,  there  is  very  little  opportunity  to  pres¬ 
sure  people  into  reporting  thefts.  Consequently, 
the  only  force  behind  such  a  rule  is  the  moral 
indignation  of  an  individual,  so  outraged  by 
the  act  of  stealing  that  he  will  report  it  to  the 
proper  authority. 

JOB  TASKS 

There  are  many  kinds  of  regulations  sur¬ 
rounding  the  performance  of  specific  tasks. 
Often  we  do  not  recognize  them  as  rules. 
They  are  sometimes  called  operating  pro¬ 
cedures,  instructions,  and  methods.  Neverthe¬ 
less,  it  is  clear  that  the  actual  task  performance 
on  the  job  is  often  clearly  specified,  and  set 
forth  in  routine  instructions.  These  instruc¬ 
tions  may  apply  to  the  job  as  it  is  usually  per¬ 
formed.  On  the  other  hand,  instructions  may 
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be  specific  to  each  job  task.  This  is  true  for 
the  man  who  works  from  a  set  of  blueprints. 
The  blueprints  constitute,  for  him,  specific 
instructions  about  what  he  is  to  do,  and  often 
how  he  is  to  do  it. 

It  is  one  of  the  features  of  the  specification 
of  job  tasks  that  we  do  not  ordinarily  think 
of  these  instructions  as  rules  and  regulations. 
However,  they  have  exactly  the  same  function 
as  rules  and  are  ordinarily  stated  in  affirma¬ 
tive  terms. 

One  of  the  sources  of  irritation  to  workers 
is  to  find  that  their  job  is  so  highly  specified 
that  the  worker  is  assumed  to  have  no  initia¬ 
tive  or  skill  in  the  performance  of  his  tasks. 
Often  workers  react  to  over-specification  of 
their  tasks  by  finding  more  efficient  or  effec¬ 
tive  ways  of  using  their  time  in  performing 
their  jobs.  Rather  than  sharing  this  knowledge 
with  management  in  the  form  of  increased 
output,  workers  may  often  use  it  to  their  own 
benefit.  Thus,  an  individual  might  be  able  to 
accomplish  eight  hours  of  work  in  six  hours 
by  virtue  of  short-cuts  and  more  effective 
methods  he  has  discovered.  He  will  then  use 
the  extra  two  hours  a  day  for  his  own  pur¬ 
poses,  either  maintaining  a  watchful  idleness 
or,  as  sometimes  happens,  even  making  things 
for  his  own  use. 

In  general,  over-specification  of  tasks  where 
the  workers  are  competent  to  determine  many 
aspects  of  their  own  technical  work  behavior 
may  result  in  turning  energies  of  workers 
away  from  the  goals  of  management. 


FELLOW  WORKERS 

Organization  rules  deal  indirectly  with  ex¬ 
pected  behavior  towards  fellow  workers.  Rules 
in  this  area  often  have  a  rather  formal  char¬ 
acter,  attempting  to  embody  moral  precepts 
in  operating  regulations.  We  have  already 
noted  how  person-to-person  relations  are 
worked  out  in  voluntary  human  associa¬ 
tions.12  Typically,  it  is  not  necessary  for  the 
formal  organization  to  be  either  explicit  or 
detailed  in  specifying  relations  among  fellow 
workers.  These  relations  are  usually  worked 
out  through  the  social  processes  that  take 
place  in  work  groups.13 

There  are  some  kinds  of  regulations  that 
grow  up  covering  fellow  worker  relations. 
These  are  typically  directed  at  prohibiting  un¬ 
desirable  consequences  of  close  associations. 
For  example,  there  may  be  a  prohibition 
against  ringing  the  time  card  of  another 
worker.  This  is  intended  to  insure  that  the 
time  card  accurately  reflects  the  actual  work¬ 
ing  time  of  its  owner.  On  the  other  hand,  the 
conditions  under  which  one  would  ring  the 
time  card  of  another  are  those  of  friendship, 
or  a  desire  to  perform  a  favor,  or  an  attempt 
to  protect  the  second  worker  from  loss  of 
time.  The  rule  against  ringing  the  time  card  of 
another  worker  operates  against  the  social  ties 
that  grow  up  in  a  primary  association.  The 
objective  of  the  rule  is  sound  and  equitable. 
It  illustrates  the  indirect  nature  of  the  regula¬ 
tive  process  in  worker-to-worker  relations. 


ORGANIZING  AND  APPLYING  RULES  AND  REGULATIONS 


It  is  accurate  to  assert  that  the  moment  a 
set  of  rules  and  regulations  is  set  forth  in 
public  form  it  is  already  obsolete.  This  is 
another  way  of  saying  that  modern  organiza¬ 
tions,  particularly  industrial  and  business 
firms,  are  in  a  state  of  continuous  change  and 
development;  their  regulations  are  rapidly 
outdated.14 


CODIFYING  RULES 

It  is  necessary  for  the  organization  to  have 
an  established  body  of  rules  and  regulations, 


set  forth  in  a  manner  readily  accessible  to 
those  affected  by  them.  Accordingly,  there  is 
a  proliferation  of  rule  books,  operating  manu¬ 
als,  procedures  manuals,  directives,  and  in¬ 
structions — all  designed  to  make  objective  and 
concrete  the  rules  governing  behavior  in  the 
organization. 

Military  organization  illustrates  the  extent 
to  which  this  rule  making  process  can  be  car¬ 
ried.  Down  to  the  company  level  in  the  Army, 
for  example,  the  unit  commander  has  avail¬ 
able  to  him  a  printed  set  of  major  Army  Regu¬ 
lations  applying  to  his  unit.  Furthermore,  he 
has  a  whole  library  of  training  manuals  and 
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operating  manuals  dealing  with  the  use  of 
equipment,  and  tactical  and  other  procedures 
to  be  followed  by  his  kind  of  unit.  The  mili¬ 
tary  organization  attempts  to  specify  every 
possible  situation,  in  some  kind  of  regulatory 
fashion,  so  that  even  the  most  stupid,  or  the 
most  incompetent,  can  be  properly  guided  in 
the  execution  of  his  military  tasks.  Before 
assuming  that  military  organizations  alone 
emphasize  rules  and  regulations,  it  should  be 
pointed  out  that  government  bureaus,  business 
firms,  and  industrial  companies  exhibit  this 
same  characteristic  in  various  degrees.  To¬ 
day’s  five-foot  book  shelf  for  the  typical  in¬ 
dustrial  employee  is  a  set  of  the  company 
rules,  regulations,  operating  manuals,  pro¬ 
cedures  manuals,  and  technical  data  manuals 
— all  of  which  have  something  to  do  with  job 
performance,  or  behavior  in  the  organization. 

Dependence  on  explicitly  stated  rules  and 
regulations  creates  demand  for  still  more  rules 
and  regulations.  That  is,  the  individual  super¬ 
visor  and  manager  find  that  they  can  direct 
the  affairs  of  their  subordinates  “  by  the  book” 
rather  than  on  the  basis  of  their  own  good 
judgment.  They  increasingly  turn  to  “the 
book”  to  seek  out  answers  to  all  their  super¬ 
vising  and  managing  problems. 

To  a  central  management  group,  the  de¬ 
sire  for  uniformity  in  executing  work  may  be 
a  paralleling  pressure  towards  establishing 
and  codifying  rules  and  regulations.  Put  an¬ 
other  way,  the  control  of  behavior  depends 
in  part  on  explicit  statement  of  expectations, 
and  the  ability  then  to  determine  whether  an 
individual,  be  he  a  supervisor  or  an  operator, 
is  conforming  to  expectations. 

Maintenance  of  the  systems  of  rules  and 
regulations  requires  considerable  attention  to 
the  problems  of  duplication,  currency  of  direc¬ 
tives,  and  conflicts  among  rules.  It  is  already 
possible  to  discern  a  specialization  in  manage¬ 
ment  staffs  dealing  almost  exclusively  with 
writing  rules  and  regulations,  and  maintain¬ 
ing  them  systematically  as  a  more  or  less  co¬ 
ordinate  body  of  operating  doctrine.15 

A  problem  exists  of  retaining  all  the  knowl¬ 
edge  that  is  contained  in  the  rules  and  regula¬ 
tions.  There  are  many  times  that  an  individual 
can  claim  innocence  in  his  failure  to  perform 
as  expected  because  of  his  lack  of  knowledge 
of  the  proper  rule  or  procedure.  One  of  the 


ways  in  which  success  can  be  achieved  in  an 
organization  is  to  become  a  “regulation 
virtuoso.”  In  the  Army  such  a  character  is 
often  designated  a  “barracks  lawyer”  or  “la¬ 
trine  lawyer.”  An  individual  with  this  special 
skill  has  a  ready  knowledge  of  the  large  and 
small  regulations  of  the  organization.  He  can 
find  a  justification  for  almost  any  kind  of 
behavior,  and  can  exploit  fully,  to  his  own 
benefit  and  for  his  own  protection,  the  intri¬ 
cate  systems  of  rules  and  regulations. 

The  late  Harry  Millis,  an  outstanding  labor 
economist,  often  pointed  out  that  one  of  the 
major  weaknesses  of  management  lay  in  the 
fact  that  it  could  be  sabotaged  by  the  con¬ 
scientious  pursuit  of  rules  by  workers.16  In 
illustrating  this  point  he  called  attention  to  a 
strike  in  the  early  ’twenties  on  a  street  railway 
system  organized  by  the  IWW.  The  strike  was 
carried  out  by  having  each  motorman  and  con¬ 
ductor  conscientiously  follow  the  safety  rules 
for  operating  street  cars.  In  the  course  of  just 
several  hours,  the  entire  public  transportation 
system  was  tied  up  in  knots,  incapable  of 
operating.  The  strikers  had  simply  looked  into 
the  rule  books  and  found  many  obsolete  re¬ 
quirements  which  they  carried  out,  to  the 
ultimate  destruction  of  service. 

Rules  and  regulations  have  important,  posi¬ 
tive  functions  of  standardizing  behavior  in 
work  organizations.  Because  of  this  standard¬ 
ization  it  is  possible  to  make  accurate  predic¬ 
tions  about  individual  and  group  behavior  in 
the  organization.  In  the  broadest  sense,  there¬ 
fore,  the  function  of  rules  and  regulations  in 
an  organization  is  to  make  possible  accurate 
predictions  about  the  course  of  events. 

We  have  not  yet  invented  other  kinds  of 
social  structures  or  devices  that  will  permit 
the  same  degree  of  precision  in  prediction 
achieved  through  systems  of  rules  and  regula¬ 
tions.17  The  real  problem  for  management  is 
to  maintain  an  adequate  balance  between 
over-specification  of  behavior  with  its  ultimate 
inefficiency,  and  under-specification  of  be¬ 
havior  with  its  loss  in  prediction.18 

APPLYING  RULES 

There  is  no  guarantee  that  the  existence  of 
directives  will  insure  compliance.  There  may 
be  ignorance  of  specific  regulations,  or  the 
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concrete  rule  or  regulation  may  not  precisely 
fit  an  actual  situation.  Non-compliance  may 
result  because  of  conflicts  among  rules  and 
regulations  applicable  to  a  given  situation. 
Finally,  the  actual  practice  that  has  grown  up 
around  a  task  may  be  different  from  that 
specified  in  the  rules  and  regulations.19  The 
actual  practice  has  come  to  be  accepted,  with 
official  procedures  simply  being  out-of-date, 
having  failed  to  keep  pace  with  operating 
changes.  Any  and  all  of  these  factors  may 
operate,  therefore,  to  prevent  compliance  with 
regulations. 

It  is  also  important  to  note  that  particular 
styles  of  work  are  developed  by  individuals, 
work  groups,  and  even  whole  departments. 
These  are  the  habitual  but  non-official  ways 
of  carrying  out  work.  The  habitual  procedures 
may  differ  from  regulations.  So  long  as  there 
is  general  agreement  by  workers  and  super¬ 
visors  that  these  habitual  procedures  can  be 
followed,  the' work  may  be  turned  out  at  least 
as  adequately  as  under  applicable  regulations. 

In  a  sense,  therefore,  the  application-  of 
rules  and  directives  is  never  automatic.  We 
are  likely  to  consider  this  indeterminism  in 
the  application  of  a  governing  system  of  rules 
as  the  consequence  of  human  softness,  error, 
or  lack  of  knowledge.  We  should  also  take  into 
account,  however,  the  fact  that  a  production 
situation  may  achieve  a  system  of  stability 
and  effectiveness  resulting  from  its  evolution 
at  the  hands  of  those  involved  in  it.20  The  work 
group,  for  example,  may  develop  its  own 
special  techniques  for  turning  out  a  job.  The 
equilibrium  of  on-going  operating  habits  may 
be  achieved  on  a  basis  somewhat  different 
from  formal  requirements.  The  perceptive  su¬ 
pervisor  or  the  perceptive  manager  is  clearly 
aware  of  this,  and  is  willing  to  accept  a  stable, 
non-official  behavior  system  as  justified  by 
virtue  of  its  stability  and  efficiency,  regardless 
of  its  compliance  with  the  detailed  regulations 
governing  it. 

There  is  likely  to  be  a  return  to  rule  en¬ 
forcement  and  rule  application  whenever  a 
new  supervisor  or  manager  is  brought  in.  His 
familiarity  with  operating  realities  is  likely  to 
be  at  a  minimum  and  he  is,  therefore,  con¬ 
strained  to  judge  the  organization  largely  in 
terms  of  its  formal  requirements.  The  new 
manager  is  likely  to  be  concerned  with  why 


his  organization  does  not  observe  certain  exist¬ 
ing  rules  and  regulations.  If,  for  a  variety  of 
reasons,  he  was  to  exercise  his  authority, 
he  might  insist  on  rule  compliance  regardless 
of  the  effects  of  his  insistence  on  established 
systems  of  equilibrium  in  the  on-going  activi¬ 
ties  of  his  organization.  When  the  manager  or 
supervisor  gets  “in  the  know,”  he  is  likely 
to  recognize  the  divergence  between  expected 
and  actual  patterns  of  behavior,  and  to  accept 
the  latter  as  the  reality  with  which  he 
operates.21 

In  the  operating  situation,  this  may  result 
in  the  knowing  violation  of  regulations.  Thus, 
the  foreman  may  know  that  workers  smoke 
in  prohibited  areas.  He  also  knows  that  dan¬ 
ger  from  this  practice  is  relatively  small.  He 
is  willing  to  secure  workers’  satisfaction  in 
having  the  opportunity  to  smoke,  at  the  ex¬ 
pense  of  possible  censure  for  permitting  this 
rule  violation. 

Where  there  is  this  kind  of  tacit  agreement 
between  supervisor  and  men  with  respect  to 
rule  violation,  there  may  grow  up  a  consensus 
bringing  the  supervisor  closer  to  his  men.  The 
men  are  restrained  from  taking  advantage  of 
their  supervisor  by  the  possibility  that  he  may 
become  more  strict  in  applying  rules,  should 
they  attempt  to  go  too  far.  This  is  the  typical 
situation  encountered  where  supervisors  claim 
that  privileges  have  been  accorded  subordi¬ 
nates,  and  then  find  that  some  individuals  have 
taken  advantage  of  the  privileges.  The  super¬ 
visor  usually  insists  that  if  such  behavior  con¬ 
tinues  he  will  go  back  to  a  strict  application 
of  rules,  and  everyone  will  lose  the  privileges. 
This  kind  of  behavior  is  observed  over  and 
over  again;  for  example,  with  respect  to  rest 
periods  and  coffee  breaks.  The  rules  may 
specify  fixed  amounts  of  time  available  for 
such  periods.  As  more  and  more  time  is  taken, 
the  supervisor  is  pushed  to  the  breaking  point. 
He  then  announces  that  unless  the  official, 
and  only  the  official,  period  is  used,  he  will 
do  something  about  removing  the  entire  priv¬ 
ilege.  The  supervisor  does  not  do  this  the 
minute  there  is  a  violation,  let  us  say,  of  a 
fifteen-minute  break  period.  It  is  not  until  a 
customary  twenty  or  twenty-five  minutes  are 
taken  that  the  supervisor  begins  to  get  uneasy 
and  seeks  to  restrain  the  creeping  encroach¬ 
ment  on  work  time. 
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We  can  look  at  systems  of  rules  and  regula¬ 
tions  as  an  ever-present  set  of  standards  that 
may  be  invoked  under  appropriate  circum¬ 
stances.  However,  their  existence  does  not 
mean  they  will  be  invoked.  One  of  the  prob¬ 
lems  of  developing  the  managerial  skills  of 
supervisors,  administrators,  and  executives  is 
to  get  them  to  realize  the  balance  that  must 
exist  between  strict  adherence  to  rules,  and  a 
willingness  to  be  flexible  in  their  application. 
Either  extreme  may  result  in  difficulties  in  the 
operating  unit.  Neither  extreme  is  the  most 
effective  system  of  management.  On  the  other 


hand,  it  is  difficult  to  suggest,  except  in  each 
specific  operating  situation,  where  the  proper 
balance  lies. 

Divergence  from  expected  patterns  of  be¬ 
havior  will  be  tolerated  so  long  as  the  substi¬ 
tute  behaviors  are  themselves  successful  in 
achieving  the  objectives  of  the  organization, 
and  in  reaching  the  goals  expected  of  the  indi¬ 
vidual  operator.  However,  should  failure  to 
reach  the  proper  goals  be  serious  enough,  or 
should  the  failure  occur  too  frequently,  there 
may  be  recourse  to  the  rules  as  a  way  of 
“putting  things  back  on  the  track.” 


WORK  RULE  ENFORCEMENT 


Up  to  this  point  we  have  considered  the 
systems  within  which  behavior  tends  to  be 
routinized  in  the  organization.  Particular  atten¬ 
tion  has  been  paid  to  the  systems  of  rules  and 
regulations  that  embody  the  expected  behavior 
patterns  to  which  the  individual  is  presumed 
to  respond  in  the  desired  direction. 

Any  system  that  prescribes  a  course  of 
action  or  a  sequence  of  behavior  is  typically 
accompanied  by  some  means  for  enforcing 
or  policing  the  observance  of  the  expected 
behavior  patterns.  Accordingly  we  will  next 
consider  the  kinds  of  penalties,  deprivations, 
and  sanctions  that  are  used  in  enforcing  work¬ 
ing  rules. 


PENALTIES 

The  most  direct  form  of  rule  enforcement 
is  a  code  of  penalties.  Penalties  for  work  rule 
violation  are  analogous  to  punitive  features  of 
laws  in  the  society.  It  is  customary  for  every 
law  which  sets  up  a  standard  of  behavior  to 
contain  prescribed  penalties  for  failure  to 
observe  its  requirements.  The  penalty  is  gen¬ 
erally  established  in  accordance  with  the 
severity  of  the  law  violation.  Thus,  in  traffic 
court,  a  speeding  charge  may  be  cause  for 
a  twenty-five  dollar  fine,  but  a  reckless  driving 
charge,  considered  more  serious,  may  lead  to 
a  two  hundred  dollar  fine  or  actual  imprison¬ 
ment. 

Penalties  are  the  balancing  losses  incurred 
when  rules  and  regulations  are  violated.  Penal¬ 


ties  are  assessed  directly  and  in  proportion  to 
the  seriousness  of  the  rule  violated.  Further¬ 
more,  penalties  are  typically  known  in  ad¬ 
vance,  being  just  as  important  bits  of  knowl¬ 
edge  as  the  substantive  requirements  of  the 
regulations  themselves. 

In  an  organization,  penalties  are  of  several 
kinds.  The  most  severe  penalty  that  can  be 
meted  out  by  the  organization  is  immediate 
dismissal.  In  most  governmental  organizations, 
in  all  business  organizations,  and  in  many 
other  kinds  of  organizations  like  schools,  col¬ 
leges,  and  churches,  the  most  devasting  of 
all  penalties  is  removal  from  membership. 
In  the  military  organization  there  are  addi¬ 
tional  penalties  that  permit  personnel  to  be 
imprisoned,  and  in  extreme  situations,  put 
to  death,  for  failure  to  comply  with  regulations. 

In  the  typical  industrial  or  commercial 
organization,  the  most  feared  penalty  is  dis¬ 
missal  from  the  job.  This  is  a  penalty  which 
may  be  invoked  in  serious  situations,  or  under 
circumstances  that  threaten  the  organization.22 
For  example,  dishonesty  in  handling  a  trust 
may  subject  one  to  immediate  dismissal  from 
the  organization.  Physical  violence  usually 
has  associated  with  it  the  supreme  penalty 
of  dismissal.  Moral  turpitude  is  another  area 
in  which  dismissal  is  the  most  frequent  out¬ 
come.  Somewhat  lesser  situations  are  some¬ 
times  enforced  with  the  supreme  penalty.  It 
may  be  a  rule  of  an  organization  that  ringing 
the  time  card  of  another  worker  is  followed 
by  immediate  dismissal.  Misuse  of  equipment 
may  require  discharge. 
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We  must  recognize,  however,  that  the  su¬ 
preme  penalty  of  discharge  is  not  the  sole 
penalty,  nor  is  it  the  one  most  frequently  used. 
Other  penalties  include  fines,  disciplinary 
layoffs,  demotions,  and  reprimands.23  These 
are  the  most  common  kinds  of  penalties  used 
in  organizations. 

It  is  a  characteristic  of  penalties  that  they 
are  an  immediate  and  direct  form  of  retribu¬ 
tion.  The  individual  who  is  penalized  suffers 
some  kind  of  direct  and  personal  loss.  He 
may  lose  his  job  permanently.  He  may  be 
temporarily  laid  off  in  the  interests  of  disci¬ 
pline.  He  may  be  fined.  The  central  feature  of 
penalties  is  that  they  are  visible,  personal, 
and  tied  directly  to  the  rule  violation.  Penal¬ 
ties  are  typically  applied  immediately  after 
the  prohibited  behavior  has  been  detected. 

A  system  of  penalties  has  slate-clearing 
value  to  the  people  involved.  A  penalty  is 
usually  in  proportion  to  the  crime  or  rule 
violation.  Once  the  penalty  has  been  served, 
it  is  assumed  that  the  rule  violation  has  been 
wiped  out.  Thus,  the  penalty  represents  a  kind 
of  complete  repayment  to  the  organization  for 
any  difficulties  caused  by  breaking  rules.  It 
is  in  this  connection  that  the  rapidity  with 
which  penalties  are  applied,  the  concreteness 
with  which  the  penalties  are  stated,  and  the 
appropriateness  of  the  penalties  to  the  viola¬ 
tion  are  all  important.  Once  the  penalty  has 
been  served,  the  individual  is  assumed  to  be 
cleansed  of  rule  breaking. 

Systems  of  penalties  have  a  dual  purpose. 
They  police  the  rules  and  regulations  of  the 
organization.  Penalties  also  provide  a  means 
by  which,  once  a  regulation  is  broken,  the 
individual  may  be  purged  of  his  violations 
and  returned  to  the  status  of  full-fledged 
membership. 

Penalties  are  always  invoked  after  rule 
breaking.  There  has  to  be  some  kind  of  viola¬ 
tion  of  organization  standards  before  the  pen¬ 
alty  is  operative.  The  individual  may  antici¬ 
pate  probable  penalties  in  the  event  of  being 
caught  at  the  rule  violation.  There  is,  however, 
no  anticipatory  response  by  management  in 
order  to  forestall  the  possible  rule  breaking. 
Any  system  of  penalties  in  an  organization  is, 
therefore,  a  system  of  last  resort  in  policing 
the  regulations  by  which  behavior  is  governed 
in  the  organization. 


DEPRIVATIONS 

Deprivations  are  also  used  to  police  be¬ 
havior  in  organizations.  They  are  different  in 
their  operation  and  purpose  from  penalties. 

Deprivation  is  withholding  an  expected  out¬ 
come.  Work  organizations  are  able  to  provide 
employees  with  desirable  future  rewards  for 
faithful  and  worthwhile  service.  Granting 
these  rewards,  however,  is  based  on  an  ac¬ 
cumulation  of  credits  in  the  individual’s  record 
for  adequate  work  performance. 

When  the  individual  has  failed  to  live  up  to 
expectations,  he  may  not  experience  any  im¬ 
mediate  penalty.  However,  in  the  calculation 
of  his  long-range  career  in  the  organization, 
his  small  failures  over  a  period  of  time  may 
add  up  to  a  larger  failure  in  being  deprived 
of  some  rewarding  outcome  he  expected.  • 

Promotions  and  promotional  opportunities 
are  often  used  in  connection  with  systems  of 
deprivation.  Salary  increases  and  wage  in¬ 
creases  are  sometimes  used  in  the  same  man¬ 
ner.  The  individual  is,  in  effect,  told  that 
failure  to  meet  a  minimum  standard  of  per¬ 
formance  is  likely  to  have  future  consequences 
for  his  success  in  the  organization.  No  single 
failure  is  considered  serious  enough  to  in¬ 
voke  penalties.  However,  the  sum  of  all  the 
failures,  however  small,  tend  to  label  the  in¬ 
dividual  as  unsuited  for  the  expected  rewards 
of  faithful  and  desirable  performance. 

There  are  other  kinds  of  deprivations  that 
are  of  a  more  immediate  and  direct  character. 
For  example,  a  group  may  abuse  a  coffee 
break  privilege.  The  management  response 
may  be  to  remove  the  privilege  temporarily, 
or  to  limit  the  number  of  people  who  can  go 
off  on  a  coffee  break  at  any  one  time.  Man¬ 
agement  may  also  carefully  schedule  coffee 
breaks  so  that  people  are  observed  when  they 
leave  and  return.  Management  may  even 
change  the  location  at  which  the  break  can  be 
taken  so  as  to  bring  under  observation  those 
who  are  on  their  break.  This  kind  of  action 
is  designed  to  make  clear  the  revocable  char¬ 
acter  of  the  privileges  that  are  being  violated 
or  abused.  The  deprivations  in  this  instance 
consist  of  withholding  or  modifying  what 
otherwise  might  be  a  pleasant  outcome  in  the 
form  of  a  relatively  free  coffee  break  period. 

The  deprivation  may  be  a  matter  for  the 
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immediate  or  the  long  term  future.  Effective¬ 
ness  of  deprivations  depends  on  the  uncer¬ 
tainty  about  the  future  among  those  who  could 
suffer  from  the  deprivation.  For  example,  an 
individual  may  strive  for  a  promotion  so  long 
as  he  thinks  it  is  possible,  always  with  the 
knowledge  that  he  may  be  deprived  of  it  for 
failure  to  meet  the  general  expectations  of 
the  organization.  In  the  case  of  a  group,  the 
same  process  operates.  A  group  may  be  self 
limiting  in  its  violation  of  regulations  by  the 
fear  that  a  privilege  being  sought  by  the  group 
may  be  withheld  at  some  point  in  the  future 
should  rule  violation  become  too  flagrant  and 
too  serious. 

We  can  see  that  systems  of  deprivation  are 
part  of  the  incentive  systems  of  an  organiza¬ 
tion.  Incentives  are  the  positive  inducements 
to  work.  Deprivations  are  withheld  induce¬ 
ments  if  there  is  failure  to  perform  as  ex¬ 
pected.24 

Penalties  and  deprivations  found  in  work 
organizations  are  products  of  impersonal  ad¬ 
ministrative  processes.  The  applications  of 
penalties  or  deprivations  may  be  at  the  discre¬ 
tion  of  individual  managers.  However,  the 
kinds  of  penalties  they  can  invoke,  or  the  ex¬ 
tent  of  the  deprivations  they  may  order,  are 
determined  in  the  larger  organization  and  are 
part  of  the  general  understandings  that  exist 
in  it.  It  is  usually  not  within  the  power  of  a 
single  individual  to  exercise  full  discretion  in 
withholding  opportunities,  or  in  invoking  pen¬ 
alties  against  subordinates. 

Impersonal  systems  for  policing  rules  and 
regulations  are  another  facet  of  organizational 
behavior  that  tend  to  focus  loyalty  of  the 
membership  on  the  organization  rather  than 
an  individual  executive,  administrator,  or  sup¬ 
ervisor.  This  is  what  Max  Weber  meant  when 
he  said  that  loyalty  in  the  modem  bureaucratic 
type  of  organization  is  directed  towards  an 
impersonal  order  rather  than  the  personality 
of  the  leader.25 


SANCTIONS 

Sanctions  are  used  in  the  interpersonal  re¬ 
lations  between  boss  and  subordinate  to  en¬ 
force  regulations.  To  sanction  something  is 
to  approve  it  or  at  least  permit  it.  To  apply 


sanctions  against  someone  is  to  withdraw  ap¬ 
proval.  It  is  in  this  sense  of  withdrawal  of 
approval  that  we  can  see  sanctions  as  an  or¬ 
ganization  device  for  policing  behavior.26 

Sanctions  are  the  consequence  of  the  per¬ 
sonal  relations  between  supervisors  and  sub¬ 
ordinates.  Sanctions  operate  by  changing  the 
personal  relationships  between  manager  and 
men.  A  manager  or  supervisor  may  make  full 
use  of  the  systems  of  penalties  and  depriva¬ 
tions  that  are  available  to  him.  He  also  has 
within  his  grasp  the  opportunity  to  manipulate 
his  interpersonal  relations  with  his  subordi¬ 
nates.  In  the  process  of  so  doing,  he  may  exer¬ 
cise  sanctions  that  are  just  as  effective,  even 
though  personally  oriented,  as  penalties  and 
deprivations  in  affecting  the  behavior  of  his 
subordinates. 

Some  examples  of  personal  control  by  sup¬ 
ervisors  over  subordinates  will  make  clear  the 
effectiveness  of  sanctions.  A  supervisor  may 
refuse  to  talk  to  a  subordinate  because  he  has 
misbehaved.  This  break  in  the  opportunity 
for  social  intercourse  may  be  a  serious  blow  to 
the  subordinate,  and  may  operate  to  bring 
him  around  to  a  more  acceptable  mode  of 
behavior.  The  supervisor  may  extend  his  sanc¬ 
tions  against  an  individual  by  upbraiding  him 
publicly  or  privately,  or  otherwise  indicating 
he  knows  that  rules  have  been  broken.  Here 
again  the  direct  exercise  of  sanctions  by  the 
supervisor  constitutes  an  important  threat  to 
the  subordinate.  At  the  other  extreme  of  the 
behavior  spectrum  the  supervisor  may  with¬ 
hold  his  direct  approval  of  proper  behavior  for 
a  period  of  time  until  he  feels  that  the  sub¬ 
ordinate  is  fully  aware  that  a  preceding  epi¬ 
sode  of  his  was  improper.  The  supervisor  may 
know  that  a  man  is  now  doing  a  good  job, 
but  waits  some  time  before  telling  him,  be¬ 
cause  of  previous  misbehavior.  Withholding 
merited  approval  may  be  an  important  sanc¬ 
tion  to  communicate  to  a  subordinate  the 
disapproval  felt  for  his  past  misbehavior. 

There  are  still  other  ways  the  supervisor 
may  exhibit  displeasure  by  temporarily  with¬ 
drawing  approval.  The  disapproved  person 
may  be  given  less  desirable  assignments  and 
work  to  perform.  He  may  be  assigned  to  more 
difficult  tasks,  to  more  difficult  machines,  or  to 
“cranky”  operations.  A  supervisor  can  use 
“the  dirty  end  of  the  stick”  as  an  effective 
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sanction,  having  some  penalty  characteristics. 
This  can  boomerang,  of  course,  if  the  undesir¬ 
able  work  is  a  permanent  feature  of  the  group 
task  and  there  aren’t  enough  misdemeanors 
to  keep  it  going  by  this  means  alone.  “Inno¬ 
cent”  men  given  this  work  will  suffer  the 
more  because  it  is  sometimes  punitive.  This 
seems  to  have  been  the  military  experience 
with  KP  duty,  for  example. 

The  supervisor  has  opportunity  to  express 
his  displeasure  by  withholding  approval,  dis¬ 
playing  this  in  his  behavior  and  attitude.  He 
can  also  take  the  opportunity  to  express  it  in 
the  normal  course  of  assigning  tasks  and  work 
to  his  subordinates. 


Sanctions  are  applied  by  changing  the  per¬ 
sonal  relations  between  superior  and  subordi¬ 
nate.  The  force  and  effectiveness  of  the  sanc¬ 
tions  are  therefore  dependent  on  the  extent 
to  which  the  subordinate  values  the  approval 
of  his  superior.  If  this  approval  is  not  valued, 
then  sanctions  become  ineffective. 

The  effectiveness  of  any  system  of  sanctions 
depends  on  the  prior  effectiveness  of  the  sys¬ 
tem  of  supervision.  If  authority  is  disputed,  if 
insubordination  and  disrespect  for  supervision 
are  widespread,  then  systems  of  sanctions  be¬ 
come  ineffective  in  policing  the  rules,  regula¬ 
tions,  and  standards  of  behavior  of  the  organ¬ 
ization. 


PUNISHMENT,  INCENTIVES,  AND  WORK 


In  Chapter  1 3  we  analyzed  incentives  as  the 
inducements  placed  along  the  course  of  an 
activity  to  keep  people  moving  towards  a 
desired  goal.  In  this  chapter  we  have  seen 
that  the  opposite  of  the  incentives  for  work 
is  the  punishment  that  can  be  administered  for 
not  working  properly.  Punishments  define  the 
boundaries  of  the  course  of  activity.  If  these 
boundaries  are  crossed,  penalties,  deprivations, 
or  sanctions  may  be  invoked. 


NOTES  FOR 

1 A  point  made  with  considerable  clarity  by 
J.  L.  Meij,  “Some  Fundamental  Principles  of  a  Gen¬ 
eral  Theory  of  Management,”  Journal  of  Industrial 
Economics,  4:16-32  (October,  1955). 

2  See  especially  Chapter  4,  5,  10,  and  16. 

3  Cf.  C.  A.  Myers,  “Basic  Employment  Rela¬ 
tions,”  Chapter  24  in  A.  Kornhauser,  R.  Dubin,  and 
A.  Ross  (eds.),  Industrial  Conflict  (New  York: 
McGraw-Hill  Book  Company,  1954). 

4  See  the  evidence  in  Chapter  15. 

5  This  point  is  made  with  respect  to  the  rela¬ 
tionships  between  control  rules  and  decentralization 
of  business  management  in  Raymond  Villers,  “Con¬ 
trol  and  Freedom  in  a  Decentralized  Company,” 
Harvard  Business  Review,  32:89-96  (March,  1954). 

6  In  Chapter  17  we  saw  that  grievances  arising 
from  the  authority  relationship  contain  a  central 
element  of  perceived  discrimination. 

7  See  Robert  Dubin,  Working  Union-Manage¬ 
ment  Relations  (Englewood  Cliffs,  N.  J.:  Prentice- 
Hall,  Inc.,  1958),  especially  Chapter  6.  The  con¬ 
sequences  of  failure  to  agree  to  working  rules 


Work  organizations  try  to  make  work  in 
them  attractive  enough  that  their  members 
will  feel  enthusiastic  about  working.  The  ad¬ 
ministrative  problems,  arising  in  making  uni¬ 
form  rules  and  regulations  operate  to  stand¬ 
ardize  working  behavior,  necessitate  some 
kind  of  enforcement  methods.  Systems  of  pen¬ 
alties,  deprivations,  and  sanctions  police  be¬ 
havior  to  insure  that  it  corresponds  to  ac¬ 
ceptable  standards. 


CHAPTER  1  9 

through  collective  bargaining  in  an  industry  where 
these  rules  are  largely  subject  to  collective  bargain¬ 
ing  are  revealed  in  J.  J.  Kaufman,  “Working  Rules 
in  the  Railroad  Industry,”  Labor  Law  Journal, 
5:819-827  (December,  1954). 

8  Some  rules  having  to  do  with  personal  conduct 
also  have  other  consequences.  For  example,  in  some 
kinds  of  work  it  is  necessary  as  a  safety  measure  to 
have  employees  take  showers  after  completing  their 
workday.  This  is  to  make  sure  that  they  are  not 
contaminated  by  industrial  poisons.  A  question  then 
arises  as  to  whose  time  the  shower  shall  be  on.  This 
economic  issue  has  generally  been  solved  by  con¬ 
sidering  washup  a  company  requirement,  to  be  paid 
for  on  company  time.  Issues  like  that  of  washup 
become  collective  bargaining  controversies  because 
of  their  economic  consequences,  and  not  because  the 
rules  invade  personal  privacy. 

0  A  good  study  of  the  reaction  of  clerical  work¬ 
ers  to  the  location  and  amount  of  authority  exer¬ 
cised  is  N.  C.  Morse,  Everett  Reimer,  and  A.  S. 
Tannenbaum,  “Regulations  and  Control  in  Hier- 


WORK  RULES  AND  THEIR  ENFORCEMENT 


363 


NOTES  FOR  CHAPTER  19  (CONT.) 


archical  Organizations,”  Journal  of  Social  Issues, 
7:3:41-48  (1951). 

10  Rights  are  defined  and  analyzed  in  Chapter  5. 

11  Obligations  are  also  defined  and  analyzed  in 
Chapter  5. 

12  See  especially  Chapter  16  and  the  discussions 
of  types  of  relationships  in  both  voluntary  and  or¬ 
ganized  social  groups. 

13  A  recent  study  of  a  manufacturing  firm  and  a 
radar  airsite  of  the  Air  Defense  Command  suggests 
that  among  specialized  workers,  the  conduct  stand¬ 
ards  of  the  social  groups  supplement  the  formal  con¬ 
trols  of  the  organization.  We  have  analyzed  this  in 
Chapter  16  in  dealing  with  the  conduct  standards 
developed  and  enforced  in  social  groups,  and  in  the 
section  analyzing  social  groups  and  cooperation.  See 
Edward  Gross,  “Some  Functional  Consequences  of 
Primary  Controls  in  Formal  Work  Organizations,” 
American  Sociological  Review,  18:368-373  (August, 
1953). 

14  Merton’s  analysis  of  ritualism  as  a  form  of 
social  deviancy  is  relevant  here.  Ritualistic  behavior 
clings  tenaciously  to  existing  rules  and  regulations 
even  though  they  may  no  longer  be  efficient  in  get¬ 
ting  work  done.  See  R.  K.  Merton,  Social  Theory  and 
Social  Structure  (Glencoe:  The  Free  Press,  1949), 
especially  Chapter  4,  “Social  Structure  and  Anomie,” 
especially  pp.  140-142. 

15  These  staff  groups  are  standards  departments. 

16  Fectures,  University  of  Chicago. 

17  The  extreme  development  of  the  “reign  of 
rules”  is  in  the  Soviet  system  of  industrial  control. 
See  Alexander  Vucinich,  “The  Structure  of  Factory 
Control  in  the  Soviet  Union,”  American  Sociological 
Review,  15:179-186  (April,  1950).  In  1957,  a  sig¬ 
nificant  move  was  made  to  develop  some  degree  of 
local  autonomy  in  Soviet  industry  by  decentralizing 
some  of  the  planning  and  control  functions.  Ap¬ 
parently,  the  point  of  diminishing  returns  had  been 
so  seriously  passed  in  controlling  industry  through 
rigid  rules  and  regulations,  that  official  steps  had  to 
be  taken. 

18  A  beautiful  illustration  of  the  difficulty  in 
reaching  the  balancing  point  between  over-  and 
under-specification  of  behavior  is  contained  in  Mel¬ 
ville  Dalton,  “Industrial  Controls  and  Personal  Re¬ 
lations,”  Social  Forces,  33:244-249  (March,  1955). 
Dalton  points  out  the  administrative  changes  and 
shifts  in  interpersonal  relations  that  occurred  as  a 
company  modified  its  system  of  repairing  and  main¬ 
taining  equipment. 

13  The  actual  behavior  that  may  deviate  from  of¬ 
ficial  behavior  is,  of  course,  one  of  the  unanticipated 
consequences  of  purposive  social  action.  See,  in  this 
connection,  the  outstanding  paper  by  R.  K.  Merton, 


“The  Unanticipated  Consequences  of  Purposive 
Social  Action,”  American  Sociological  Review, 
1:894-904  (December,  1936).  Insofar  as  deviant  be¬ 
havior  is  systematically  pursued  we  have  called  it 
non-official  behavior.  See  especially  Chapter  4. 

20  Illustrated  in  Orvis  Collins,  Melville  Dalton, 
and  Donald  Roy,  “Restriction  of  Output  and  Social 
Cleavage  in  Industry,”  Applied  Anthropology,  5:1- 
14  (Summer,  1946). 

21  The  difference  between  an  executive  who  is  “in 
the  know”  about  how  his  organization  actually 
works,  and  his  successor  who  is  not,  is  the  central 
theme  of  a  study  of  a  gypsum  plant.  See  A.  W. 
Gouldner,  Patterns  of  Industrial  Bureaucracy  (Glen¬ 
coe:  The  Free  Press,  1954).  The  original  plant  man¬ 
ager  had  what  Gouldner  called  a  “leniency  pattern” 
of  management,  which  permitted  considerable  de¬ 
viation  from  rules  and  regulations.  His  successor 
was  a  “book”  man'  who  demanded  observance  of 
formal  rules.  Gouldner  traces  out  the  points  of  re¬ 
sistance  to  the  new  manager  and  the  social  processes 
involved. 

22  Cf.  J.  N.  Brewer,  “Cause  of  Discharge,”  Per¬ 
sonnel  Journal,  6:171-172  (August,  1927).  Brewer’s 
study  shows  that  discharge  is  more  frequent  because 
of  inability  to  get  along  with  supervisors  and  fellow 
workers  than  because  of  work  inefficiency.  Such 
friction  with  supervisors  or  peers  is,  of  course, 
threatening  to  the  organization. 

23  In  the  General  Motors  Corporation,  as  in  many 
large  companies,  a  highly  formalized  system  of  writ¬ 
ten  reprimands  is  used  to  discipline  workers.  Where 
there  has  been  a  rule  infraction,  the  worker  receives 
a  written  reprimand  indicating  what  he  has  done 
wrong,  and  how  he  should  correct  such  behavior  in 
the  future.  A  copy  goes  into  his  personnel  file.  If 
he  continues  to  be  “difficult,”  his  personnel  record 
shows  previous  warnings,  thus  providing  a  “case” 
for  his  discharge.  An  appeal  of  such  discharge  to 
the  umpire,  who  rules  on  union  contract  disputes, 
then  becomes  more  difficult  since  the  record  clearly 
shows  the  discharged  employee  to  be  a  rule  breaker, 
whose  previous  violations  have  been  tolerated  while 
management  tried  to  “bring  him  into  line”  with 
warnings  and  attempts  at  rehabilitation. 

24  Chapter  13  is  an  extended  analysis  of  incen¬ 
tives. 

25  This  general  point  about  the  impersonality  of 
bureaucratic  administration  is  treated  at  length  in 
the  next  chapter,  “Management  as  Bureaucracy.” 

26  This  use  of  sanctions  is  comparable  to  what 
Radcliffe-Brown  calls  “diffuse  social  sanctions.”  See 
A.  R.  Radcliffe-Brown,  “Sanctions,  Social,”  En¬ 
cyclopaedia  of  the  Social  Sciences,  13:531-534  (New 
York:  The  Macmillan  Company,  1934). 


This  is  a  meeting  of  the  coordination  committee  of  a  large  corporation.  Its  very  existence 
recognizes  the  significance  of  command  functions  in  management  bureaucracies.  Com¬ 
manding  involves  directing,  coordinating,  and  controlling  activities.  Note  also  the  second 
level  men  from  various  departments  who  sit  in  on  the  meetings  but  figuratively  and  literally 
take  back  seats. 


C  h  a  p  t  e 
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MANAGEMENT  AS  BUREAUCRACY 


I  n  our  common  language,  “bureaucracy” 
means  something  “bad.”  When  we  use  the 
term,  we  conjure  up  a  mental  picture  of  too 
many  lazy  people  doing  unnecessary  work. 

Bureaucracy  has  a  technical  meaning.  The 
term  is  used  to  describe  a  method  of  work 
organization  administration.  In  particular  we 


use  it  to  describe  the  middle  reaches  of  ad¬ 
ministration.  All  sizeable  work  organizations 
have  bureaucracies. 

The  particular  organization  significance  of 
bureaucracies  is  the  fact  that  bureaucrats  are 
crucial  in  translating  organization  policies  into 
operating  directives.  This  translation  starts 
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with  general  purposes  and  puts  them  into  the 
form  of  commands. 

In  analyzing  management  as  bureaucracy, 
we  will  deal  with  the  following  problems: 
(A)  the  organizational  causes  of  bureau¬ 


cracy;  (B)  the  nature  of  bureaucratic  admin¬ 
istration,  and  bureaucrats;  (C)  how  bureau¬ 
cratic  functions  are  standardized;  and  (D) 
how  bureaucrats  can  produce  undesirable 
consequences  for  their  organizations. 


CAUSES  OF  BUREAUCRACY 


Causes  of  bureaucratic  administration  can 
be  found  in  four  major  developments  charac¬ 
teristic  of  modem  work  organizations.  Most 
important  is  the  large  size  of  these  organiza¬ 
tions.  Direction  of  large-sized  organizations 
requires  intermediate  links  between  decision 
makers  and  workers.  This  linkage  is  achieved 
through  the  administrative  bureaucracy. 

Another  linkage  problem  between  policy 
makers  and  those  who  get  work  done  is  created 
by  organizational  complexity.  Complexity  re¬ 
sults  from  specialization  of  operating  func¬ 
tions.  In  coordinating  diverse  operations,  spe¬ 
cial  administrative  posts  have  to  be  created. 
These  coordinating  tasks  are  carried  out  by 
administrative  bureaucrats. 

Communication  is  complicated  by  both 
size  and  complexity  of  organization.  Orders 
and  commands  have  to  flow  through  many 
communication  links  in  going  from  policy 
makers  to  workers.  Information  used  for  con¬ 
trolling  and  changing  operations  has  to  flow 
upward  through  similar  communication  chan¬ 
nels.  Administrative  bureaucrats  play  a  central 
role  in  organization  communication. 

A  fourth  factor  in  the  development  of  ad¬ 
ministrative  bureaucracy  is  the  need  for 
organizing  adequate  chains  of  command. 
Command  positions  are  created.  These  posi¬ 
tions  are  occupied  by  bureaucrats.  Every 
organization  chart  exhibits  the  chain  of  com¬ 
mand,  which  is  the  structural  picture  of  the 
administrative  bureaucracy. 

LARGE  SIZE  REQUIRES  BUREAUCRACY 

Industrial  firms  have  grown  very  rapidly 
in  size.  If,  for  example,  we  examine  the  aver¬ 
age  number  of  workers  employed,  we  discover 
that  in  the  half  century  from  1899  to  1952 
the  typical  American  manufacturing  estab¬ 
lishment  has  grown  three-fold  in  size. 

Another  way  of  seeing  how  large  our  work 


organizations  have  become  is  to  examine  the 
proportion  of  them  employing  more  than 
1,000  workers.  In  1952,  8.1  per  cent  of  all 
manufacturing  firms  hired  more  than  1,000 
people.  This  contrasts  with  less  than  one 
per  cent  of  manufacturing  companies  of  that 
§ize  in  1900.  It  is  clear  that  American  business 
firms  have  grown  very  rapidly  in  size  over 
the  past  fifty  years. 


CHART  20.1 

THE  RISING  TIDE  OF  MANAGEMENT 


Reprinted  with  permission  from  Seymour  Melman 
“The  Rising  Cost  of  Management,”  Manchestei 
Guardian,  “Survey  of  Industry,  Trade,  and  Finance, 
1954,”  p.  31. 

Our  interest,  of  course,  is  in  knowing  what 
has  happened  to  management  with  this  in¬ 
creased  size  of  work  organizations.  Does  it 
take  more  people  in  management  and  admin¬ 
istration  to  run  larger  size  firms? 

Professor  Melman,  in  the  most  detailed 
studies  yet  available,  has  demonstrated  that 
an  increasing  proportion  of  people  in  industry 
are  concerned  exclusively  with  management 
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and  administration.1  The  startling  increase  in 
the  proportion  of  administrative  personnel  is 
revealed  in  Chart  20.1  where  evidence  is 
shown  for  the  United  States  and  the  United 
Kingdom,  two  highly  industrialized  countries. 
Professor  Bendix  presents  similar  data  show¬ 
ing  identical  trends  for  France,  Germany,  and 
Sweden,  as  well.2  In  1900  in  the  United  States, 
there  were  almost  ten  administrative  workers 
for  every  100  production  workers  in  manu¬ 
facturing  firms.  By  1947  it  took  more  than  22 
people  in  management  to  direct  the  affairs  of 
100  production  workers.  This  is  more  than  a 
1 00  per  cent  increase  in  the  proportion  of  ad¬ 
ministrative  personnel.  The  facts  for  the 
United  Kingdom  are  very  much  the  same, 
except  that  the  rise  in  proportion  of  people 
working  at  administration  has  been  even  more 
marked. 


spend  less  of  each  sales  dollar  on  administra¬ 
tion  costs.  Profit  advantage  of  larger  firms 
derives,  on  the  average,  from  their  lower  ad¬ 
ministration  expenses. 

The  facts  so  far  presented  give  us  two 
trends.  First,  we  have  seen  a  marked  increase 
in  the  proportion  of  people  in  industry  who 
are  in  the  ranks  of  management.  This  has 
accompanied  the  growth  in  size  of  the  busi¬ 
ness  organizations.  Second,  it  seems  clear  that 
big  firms  have  lower  administrative  costs  for 
each  dollar  of  sales. 

Melman  explains  the  increased  relative 
size  of  management  as  resulting  from  adding 
new  managerial  functions.  Industrial  manage¬ 
ment  has  solved  its  problems  partly  through 
extension  of  formal  managerial  controls  over 
ever-widening  areas.  Management  has  ex¬ 
tended  its  controls  over  the  work  force,  its 


CHART  20.2 

BIG  BUSINESS  DOES  NOT  MEAN  MORE  COSTLY  MANAGEMENT 


From  Seymour  Melman,  “Production  and  Administration  Cost  in  Relation 
to  Size  of  Firm,”  Applied  Statistics,  3:5,  1954. 


Large-size  firms  apparently  demand  a  lot  of 
managing.  For  manufacturing  industries  as  a 
whole  in  mid-century  America,  industry  re¬ 
quired  more  than  two  members  of  manage¬ 
ment  for  every  five  production  workers.  This 
contrasts  sharply  with  the  need  for  only  one 
manager  or  administrator  for  every  ten  pro¬ 
duction  workers  in  1900. 

In  a  succeeding  study,  Melman  has  shown 
that  as  the  size  of  the  firm  increases,  its  admin¬ 
istrative  expense  per  dollar  of  sales  decreases.3 
This  study  is  based  on  over  1,000  manufactur¬ 
ing  firms  for  the  year  1937.  At  the  same  time, 
he  demonstrates  that  production  costs  per 
dollar  of  sales  are  nearly  constant  regardless 
of  the  size  of  firm.  Chart  20.2  shows  the  rela¬ 
tionship  between  administrative  costs  and  size 
of  firm.  Melman  concludes  that  large  firms 


own  administrative  staff,  and  indirectly  even 
over  the  buyers  of  its  products.4 

The  ranks  of  management  have  grown  rela¬ 
tive  to  the  growth  of  the  productive  work 
force.  This  multiplication  of  management  re¬ 
sults  from  larger  size  of  work  organizations. 
Bigger  companies  need  proportionately  more 
people  to  manage  and  administer  their  affairs. 
This  growth  has  not  necessarily  meant  more 
costly  operations.  Indeed,  the  evidence  sug¬ 
gests  that  large  firms  have  competitive  ad¬ 
vantages  over  smaller  ones  because  of  their 
significantly  lower  unit  costs  of  administration 
for  every  dollar  returned  through  sales.  We 
can  conclude  that  size  of  work  organization  is 
perhaps  the  most  important  single  factor 
fostering  the  growth  of  bureaucratic  adminis¬ 
tration. 


MANAGEMENT  AS  BUREAUCRACY 


367 


COMPLEXITY  REQUIRES  BUREAUCRACY 

Modem  work  organizations  are  more  com¬ 
plex  than  their  predecessors.  The  most  im¬ 
portant  evidence  of  complexity  is  the  increase 
in  the  kinds  and  varities  of  activities  carried 
on  by  industrial  managers  and  their  staffs. 

Increased  size  alone  is  one  condition  mak¬ 
ing  for  complexity.  Large  work  organizations 
have  problems  of  multiple  locations,  with 
branch  plants  and  regional  or  area  sales 
organizations.  Large  size  leads  to  extension  of 
the  geographic  area  served.  Indeed,  the  history 
of  early  capitalism  has  been  largely  written 
in  terms  of  expansion  of  markets  from  small 
localities  to  regional,  national,  and  interna¬ 
tional  fields.5 

Organizational  complexity  also  results  from 
the  addition  of  new  functions,  and  elaboration 
of  old.  This  has  made  management  more  com¬ 
plex.  The  addition  of  new  managerial  functions 
is  a  logical  outgrowth  of  the  need  for  top 
management  to  keep  its  fingers  on  the  pulse 
of  the  enterprise.  With  larger  size,  top  manage¬ 
ment  has  limited  opportunity  for  continuous 
and  intimate  contact  with  all  work  operations. 
A  top  executive  of  General  Motors,  for 
example,  cannot  simultaneously  be  in  the 
Buick,  Oldsmobile,  Cadillac,  Pontiac,  and 
Chevrolet  Divisions.  Furthermore,  he  can¬ 
not  work  in  Detroit  headquarters  and  have  im¬ 
mediate  control  over  the  more  than  100 
domestic  plants  of  the  Corporation  lying  out¬ 
side  Detroit. 

Problems  of  changing  the  organization,  its 
products,  and  its  work  methods  have  become 
highly  technical.  This  has  led  to  the  establish¬ 
ment  of  staff  innovating  groups.  These  groups, 
like  research  departments,  have  the  primary 
function  of  developing  new  ideas  ultimately 
useful  in  the  firm’s  operations.  Innovating 
functions  are  typically  located  in  middle  man¬ 
agement  ranks.  These  innovating  groups  pro¬ 
vide  necessary  links  between  operating  prob¬ 
lems  of  the  work  organization,  and  top  policy 
makers  whose  decisions  affect  the  ways  in 
which  the  problems  will  be  met. 

In  small  and  simple  firms,  top  managers 
can  personally  perform  the  major  managerial 
functions.  As  organizations  get  larger,  these 
functions  are  delegated  to  middle  management 
groups  and  individuals.  Specialists  are  re¬ 


cruited  and  trained  to  perform  these  delegated 
functions. 

We  can  illustrate  the  complexity  of  a 
modem  organization  by  examining  some  of 
the  departments  of  the  Standard  Oil  Company 
(New  Jersey).  The  parent  organization,  called 
Standard  of  New  Jersey,  has  four  principal 
divisions.  These  are  each  divided  into  depart¬ 
ments  or  units  as  shown  on  Chart  20.3. 

This  simplified  picture  of  the  parent  com¬ 
pany  only  begins  to  set  forth  some  of  the  com¬ 
plexity  of  this  firm.  Most  of  the  departments 
are  composed  of  small  units.  Furthermore,  the 
chart  pictures  only  the  parent  company,  which, 
together  with  its  affiliates,  provides  almost 
one-fifth  of  the  liquid  energy  used  in  the  world 
outside  the  Iron  Curtain.  If  we  simply  count 
the  principal  affiliates  of  Standard  of  New 
Jersey,  we  find  there  are  12  such  affiliated 
companies  in  the  United  States;  3  in  Canada; 
9  in  Latin  America;  19  in  Europe  and  North 
Africa;  and  7  in  the  Middle  and  Far  East. 
This  is  a  total  of  50  principal  subsidiaries  lo¬ 
cated  throughout  the  world.  Many  of  these 
affiliated  companies  have  internal  structures 
even  more  complex  than  that  of  the  parent 
company.  Standard  of  New  Jersey  is  one  of 
the  giants  of  American  industry.  The  mere 
listing  of  the  number  of  affiliated  companies 
and  a  brief  examination  of  the  major  sub¬ 
divisions  of  the  parent  company  provide  a 
perfect  example  of  organizational  complexity. 

It  takes  a  lot  of  people  to  get  work  done 
in  a  highly  industrialized  society.  In  particular, 
it  takes  a  lot  of  people  in  the  ranks  of  manage¬ 
ment  to  provide  necessary  connecting  links 
between  workers  and  top  decision  makers. 

COMMUNICATION  NETWORKS 
REQUIRE  BUREAUCRACY 

Large  and  complex  organizations  need  a 
high  input  of  information  to  keep  them  going. 
Directing,  coordinating,  and  innovating  func¬ 
tions  all  involve  continuous  issuance  of  com¬ 
mands  and  orders.  Management  control  func¬ 
tions  require  a  constant  flow  of  information 
about  work  operations  upward  to  the  decision 
makers. 

Large  size  and  complexity  have  aggravated 
the  problems  of  communication  within  work 


CHART  20.3 

A  MODERN  CORPORATION  IS  A  VERY  COMPLEX  ORGANIZATION 
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organizations.  This,  in  turn,  has  led  to  im¬ 
portant  developments  and  inventions  designed 
to  standardize  communication.  In  the  process 
management  functions  have  themselves  been 
standardized.  Some  in  the  ranks  of  manage¬ 
ment  occupy  positions  whose  major  tasks  is 
undistorted  transmission  of  orders  and  com¬ 
mands  downward  from  top  decision  makers. 
Other  management  specializations  are  con¬ 
cerned  with  a  continuous  flow  upward  of  in¬ 
formation  about  operations.  In  particular, 
control  functions  for  production,  budget,  costs, 
scrap  loss,  and  safety  are  specialized  to  se¬ 
cure  standard  information  about  particular 
kinds  of  operations  for  organization  decision 
makers. 

It  is  said  that  the  size  of  the  Roman  legion 
was  determined  by  the  number  of  men  over 
whom  the  commander  could  exercise  direct 
voice  control.  In  large  and  complex  organiza¬ 
tions,  substitutes  have  to  be  found  for  direct 
face-to-face  control  by  the  commander.  The 
invention  of  additional  means  of  communica¬ 
tion  within  the  organization  inevitably  gives 
rise  to  new  positions  in  the  ranks  of  manage¬ 
ment.  A  growth  of  management  in  the  form 
of  bureaucratic  administration  is  therefore 
also  a  product  of  the  growth  of  internal  com¬ 
munication  networks  in  work  organiaztions. 

When  direct  voice  control  is  replaced  by 
commands  removed  from  the  point  of  execu¬ 
tion,  it  is  necessary  to  insure  a  minimum  of 
distortion  in  the  transmission  process.  To 
minimize  distortion,  communication  becomes 
standardized.  This  means  a  common  language 
is  used  and  forms  of  permanent  communica¬ 
tion  employed.  Written  orders  and  directives 
tend  to  replace  verbal  ones.  A  written  docu¬ 
ment  is  permanent  and  can  be  retained  in  the 
records  as  long  as  necessary.  Its  interpretation 
is  less  variable  because  the  same  words  can 
be  transmitted  to  everyone  affected  by  an 
order  or  command. 

The  middle  ranks  of  management,  who  are 
the  bureaucrats  of  modern  work  organizations, 
have  an  increasingly  standardized  communica¬ 
tion  function.  What  is  communicated  either 
downward  as  commands  or  upward  as  infor¬ 
mation,  why  it  is  communicated,  and  how  it 
is  communicated  are  all  determined  for  the 
bureaucrat.  His  area  of  discretion  is  almost 
completely  concerned  with  the  timing  of  com¬ 


munication.  Thus,  the  very  content  of  com¬ 
munication  is  often  no  longer  within  the  juris¬ 
diction  of  the  bureaucrat. 

The  complex  communication  networks  of 
modern  work  organizations  have  a  dual  im¬ 
pact  on  bureaucratic  administration.  The 
bureaucrats  are  necessary  links  in  extended 
communication  networks.  Bureaucrats  serve 
as  transmission  and  receiving  stations  in  the 
flow  of  communications  within  work  organi¬ 
zations.  At  the  same  time,  the  degree  to 
w'hich  the  bureaucrat  can  vary  the  information 
flowing  through  him  is  considerably  limited. 
This  has  the  consequence  of  standardizing  the 
communication  behavior  of  the  bureaucrat 
himself.6 


CHAIN  OF  COMMAND 
REQUIRES  BUREAUCRACY 

The  central  problem  for  bureaucratic  ad¬ 
ministration  is  to  establish  and  maintain  chains 
of  command.  The  usual  meaning  of  chain  of 
command  is  that  there  be  proper  links  between 
policy-makers  and  workers  so  that  policy  may 
be  carried  out  adequately. 

In  Chapter  5  we  analyzed  in  some  detail 
the  nature  of  management  chains  of  command. 
In  particular  it  was  emphasized  that  mana¬ 
gerial  functions  changed  from  the  top  to  the 
lowest  level  of  administrative  personnel.  At 
top  levels,  innovating  and  coordinating  func¬ 
tions  predominate.  At  middle  levels,  coordi¬ 
nating  and  controlling  functions  are  central. 
At  the  lowest  levels,  the  dominant  concern  is 
directing  other  people. 

In  working  out  an  organization  chart,  these 
differences  in  management  functions  are  rec¬ 
ognized  in  the  duties  assigned  to  each  level  of 
management.  The  chain  of  command  of  the 
work  organization  then  becomes  a  distribution 
of  the  various  management  functions  to  suc¬ 
ceeding  levels  of  management.  These  functions 
are  further  distributed  to  the  specialized  de¬ 
partments  of  the  organization  and  the  man¬ 
agers  responsible  for  them.  The  adequacy  of 
any  particular  chain  of  command  is  deter¬ 
mined  by  the  degree  to  which  overlaps  in 
functions  are  minimized.  A  second  test  of 
chain  command  adequacy  is  whether  the 
four  principal  functions  of  management  are 
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distributed  reasonably  among  managerial 
personnel. 

The  chain  of  command  can  also  be  viewed 
as  the  person-to-person  linkage  among  the 
members  of  management.  This  is  typically 
displayed  on  an  organization  chart  by  drawing 
lines  between  positions  showing  who  gives 
directions  to  whom,  and  who  reports  to  whom. 
The  lines  connecting  management  positions 
are  really  lines  of  communications.  The  chain 
of  command  therefore  also  describes  the 
formal  channels  of  communication  among 
management  personnel. 

There  is  a  two-fold  organization  problem  in 
developing  chains  of  command.  The  first  prob¬ 
lem  is  to  insure  that  the  assigned  fuctions  will 
actually  be  carried  out  adequately  by  the  posi¬ 
tion  holder.  The  second  problem  is  to  make 
certain  that  the  channels  of  communication 
will  be  observed  in  transmitting  information 
up\vard  and  downward  through  the  organiza¬ 
tion. 

Assignment  of  functions  usually  requires 
fixing  positions  for  the  people  who  carry 
them  out.  Specialization  of  management  func¬ 
tions  then  results  in  the  designation  of  fixed 
positions  in  which  the  responsibilities  are 
centered.  These  positions  in  turn  are  linked 
together  by  the  lines  of  authority  showing  who 
directs  whom.  Down  these  lines  of  authority 
flows  the  information  called  commands  of  the 
organization.  Up  these  lines  of  authority  flows 
the  information  necessary  for  controlling 
operations. 

We  can  now  summarize  the  four  principal 
organization  causes  of  bureaucratic  adminis¬ 


tration.  As  organizations  grow  larger  in  size, 
intermediate  groups  have  to  be  developed  to 
link  the  top  decision  makers  with  the  workers. 
When  organization  activities  become  special¬ 
ized  and  the  total  group  of  activities  more 
complex,  there  arises  need  for  coordinating 
diverse  activities.  Both  size  and  complexity 
of  the  organization  necessitate  indirect  com¬ 
munication  from  top  to  bottom.  The  middle 
positions  of  management  become  communica¬ 
tion  links  in  getting  work  done  and  in  main¬ 
taining  information  about  the  progress  of 
operations.  When  the  middle  reaches  of 
management  are  formalized  into  chains  of 
command  the  bureaucratic  structure  is  estab¬ 
lished,  composed  of  lower  management  exec¬ 
utives  and  administrators.  These  bureaucratic 
positions  are  organized  in  systematic  ways  so 
that  there  is  a  minimum  of  confusion  in  the 
authority  structure.  The  chain  of  command 
becomes  the  authority  structure.  At  the  same 
time  the  chain  of  command  becomes  the 
formal  channel  of  communication  for  control 
information. 

Bureaucratic  administration  is  viewed  as 
a  social  invention  designed  to  provide  a  ra¬ 
tional  method  for  administering  modem  work 
organizations.  Middle  management  positions 
are  logically  described  and  systematically  in¬ 
terrelated  so  that  commands  can  move  through 
the  whole  range  of  the  organization  in  ways 
that  insure  their  execution.  The  same  admin¬ 
istrative  structure  is  also  used  to  transmit 
operating  information  from  the  working  levels 
to  the  decision-making  levels  of  the  organi¬ 
zation. 


CHARACTERISTICS  OF  BUREAUCRATIC 
ADMINISTRATION 


We  can  now  turn  to  examine  the  character¬ 
istics  of  bureaucratic  administration.  Particu¬ 
lar  attention  will  be  given  to  showing  who  the 
bureaucrats  are,  how  they  are  recruited  and 
selected,  the  nature  of  their  attachment  to 
the  organization,  and  their  characteristic  work¬ 
ing  behavior. 

WHO  ARE  THE  BUREAUCRATS? 

The  inhabitants  of  the  bureaucratic  world 
are  the  members  of  management  who  stand 


between  top  policy  makers  and  workers.  This 
middle  group  is  distinguished  in  our  common 
language  by  being  referred  to  as  members  of 
management.  It  should  be  noted  that  they 
are  not  called  the  management. 

Max  Weber  has  distinguished  three  basic 
types  of  organization  administration.7  The 
leader-oriented  organization  is  one  in  which 
all  members  serve  as  loyal  subjects  of  a 
leader.  In  such  an  organization  every  member 
holds  his  position  or  job  by  virtue  of  decisions 
of  the  leader.  Dependence  on  the  leader  makes 
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all  followers  exceptionally  sensitive  to  the 
leader’s  whims  and  desires.  No  delegations  of 
management  functions  are  made  that  cannot 
be  recalled  by  the  leader.  A  leader-oriented 
organization  has  a  clear-cut  break  between  the 
leader  as  the  management,  and  all  followers 
regardless  of  their  present  position  or  job. 

A  second  type  of  administrative  structure 
suggested  by  Weber  is  one  in  which  positions 
and  jobs  are  assigned  on  the  basis  of  tradition. 
Managerial  positions  may  be  handed  down 
from  generation  to  generation.  The  leader 
accepts  the  hereditary  or  traditional  basis  of 
division  of  labor  in  the  organization.  School¬ 
ing  for  jobs  and  positions  is  built  into  the 
education  of  each  individual  whose  productive 
destiny  is  determined  by  traditional  criteria. 
Certain  classes  of  people,  for  example,  may 
be  traditionally  designated  the  officer  group 
of  armies.  In  the  case  of  the  German  Junkers, 
whose  tradition  destined  their  males  for 
position  as  military  officers,  training  and 
schooling  were  directed  from  childhood  to¬ 
ward  their  future  vocations.  Who  you  are, 
rather  than  what  you  can  do,  becomes  a  pri¬ 
mary  criterion  for  work  assignment  in  tradi¬ 
tion-oriented  organizations. 

The  third  major  type  of  administration  sug¬ 
gested  by  Weber  is  the  bureaucratic.  Here 
the  delegation  of  management  responsibilities 
is  based  on  reasonable  judgments  as  to  how 
best  to  design  the  organizational  structure. 
Members  of  management  are  then  recruited  to 
fill  established  positions.  Recruitment  is  based 
on  the  ability,  either  already  demonstrated  or 
promised  by  virtue  of  schooling  and  training, 
to  fill  the  established  positions.  In  bureaucratic 
administration  the  organizational  structure 
exists  prior  to  filling  its  positions  with  people. 
No  one  can  claim  a  particular  position  be¬ 
cause  of  exceptional  and  unwaivering  loyalty 
to  the  leader.  Nor  can  anyone  claim  a  position 
because  that  position  has  been  traditionally 
held  by  members  of  his  family  or  class.  People 
earn  positions  because  they  are  presumed  to 
be  the  best  capable  of  filling  them. 

These  three  basic  types  of  administrative 
organization  show,  in  the  contrast  among 
them,  the  importance  of  bureaucratic  admin¬ 
istration.  Bureaucratic  administration  breaks 
the  absolute  power  of  the  leader  to  determine 
the  fate  of  the  organization  and  its  members. 
Bureaucratic  administration  also  breaks  the 


hold  that  tradition  and  social  custom  have 
on  assignment  to  positions  of  authority.  In 
short,  bureaucratic  administration  frees  the 
organization  from  absolute  rule  by  a  single 
individual,  and  from  the  dead  hand  of  the  past. 

Bureaucracy  can  be  viewed  as  the  logical 
extension  of  management,  when  it  becomes 
impossible  for  one  person  to  fulfill  all  mana¬ 
gerial  functions.  The  management  organiza¬ 
tion  becomes  specialized,  with  specific  respon¬ 
sibilities  and  functions  delegated  to  positions 
created  within  the  ranks  of  management.  Once 
the  management  positions  are  established,  re¬ 
cruitment  is  concerned  with  finding  and  secur¬ 
ing  the  persons  best  able  to  carry  out  the  re¬ 
quirements  of  each  position. 

The  test  of  a  bureaucracy  is  its  ability  to 
link  up  top  policy  makers  with  production 
workers.  Where  this  linkage  is  adequate,  the 
organization  is  capable  of  carrying  out  policy 
efficiently.  If  this  linkage  breaks  down,  then 
inefficiencies  creep  into  the  organization.  In 
work  organizations  these  inefficiencies  eventu¬ 
ally  appear  as  excessive  costs  of  operations. 
Thus  even  the  criterion — cost — for  bureau¬ 
cratic  success  is  objective. 

The  classic  example  of  bureaucratic  admin¬ 
istration  is  government  organization.  Indeed, 
the  very  term,  bureau,  derives  from  the  typical 
designation  of  a  government  administrative 
unit.  When  governmental  bureaucracy  is 
charged  with  inefficiency  the  cost  criterion 
is  invariably  applied.  The  usual  response  of 
the  bureaucrat  is  to  allege  that  governmental 
costs  are  increasing  because  more  services 
are  being  demanded  by  the  citizenry  of  the 
government,  not  because  of  inefficiencies  in 
administration. 

There  is  one  crucial  difference  between 
bureaucracy  in  government  and  bureaucracy 
in  work  organizations.  Government  bureauc¬ 
racy  is  a  special  case  of  work  organization 
bureaucracy.  The  difference  lies  in  the  fact 
that  in  government  a  bureaucracy  is  typically 
the  connecting  link  between  the  executive 
and  the  citizens.  That  is,  the  group  for  which 
the  bureaucracy  exists  to  provide  services 
and  to  control  is  not,  in  a  formal  sense,  a 
part  of  the  organization.  The  average  citi¬ 
zen  becomes  involved  with  government  bu¬ 
reaucracy  only  when  he  is  in  need  of  services 
or  has  violated  rules,  regulations,  and  laws 
of  the  society.  Thus,  government  bureaucracy 
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operates  intermittently  in  linking  government 
executives  with  the  public.  Many  members  of 
the  public  may  seldom  have  occasion  to  en¬ 
counter  the  bureaucrats.  In  production  organ¬ 
izations  the  situation  is  quite  different.  Here 
the  operating  level  is  limited  and  known. 
Productive  workers  are  in  contact  with  man¬ 
agement  bureaucracy,  constantly  receiving  di¬ 
rection  from  and  being  controlled  by  it.  The 
productive  work  organization  is  closed  in  the 
sense  that  it  has  a  limited  and  prescribed  total 
membership.  The  linkage  provided  by  the 
administrative  bureaucracy  between  policy 
makers  and  productive  workers  operates 
within  this  closed  system.  Greater  continuity 
in  the  linkage  makes  for  more  immediate  and 
objective  criteria  for  the  bureaucrats’ 
behaviors. 

The  bureaucrats  of  productive  work  organi¬ 
zations  are  the  members  of  management,  but 
not  the  management.  This  is  a  sizeable  group, 
which  in  modem  American  manufacturing 
enterprises  consists  of  one  person  for  every 
five  productive  workers.  A  lot  of  money  is 
spent  on  industrial  bureaucracies,  for  they 
embody  tremendous  reservoirs  of  skills. 
Bureaucratic  administration  is  indispensible 
in  providing  the  long  arm  of  management  for 
our  large-sized  and  complex  work  organiza¬ 
tions. 

Without  the  bureaucratic  form  of  adminis¬ 
tration,  business  firms  would  have  to  depend 
on  traditional  or  leader-oriented  administra¬ 
tion.  In  France  the  evidence  seems  to  suggest 
that  tradition-oriented  business  administration 
is  not  as  efficient  as  bureaucratic  administra¬ 
tion.8  The  upheaval  in  Montgomery  Ward  and 
Company  in  recent  years  seems  to  suggest 
that  leader-oriented  administration  is  at  least 
unstable;  the  company  lost  one  president  and 
ten  vice-presidents  in  the  course  of  several 
weeks  after  disagreements  with  Mr.  Sewell 
Avery,  the  acknowledged  leader.9 


WHERE  DO  BUREAUCRATS  COME  FROM? 

The  bureaucrats  of  business  have  to  be 
recruited  from  the  general  population.  In  a 
mass  society  such  as  that  in  the  United  States, 
recruitment  to  business  bureaucracies  is  the 
major  ladder  up  which  people  climb  in  achiev¬ 


ing  social  esteem.  The  rapid  increase  in  the 
absolute  number  of  administrative  personnel 
requires  that  the  bases  of  recruitment  be  very 
broad  in  order  to  insure  that  adequate  num¬ 
bers  will  be  available. 

Studies  of  business  leadership  and  the  ori¬ 
gins  of  business  leaders  give  us  only  a  partial 
clue  about  the  origins  of  the  bureaucrats  of 
business.  Most  of  these  studies  concentrate  on 
top  business  leaders.  Even  for  this  group  of 
people,  who  have  reached  the  highest  rungs 
of  the  management  ladder,  it  is  clear  that 
education  is  important  to  their  rise.10 

It  is  hardly  surprising  that  education  pro¬ 
vides  the  greatest  assurance  of  positions  in 
management.  We  already  know  that  manage¬ 
ment  functions  and  operations  are  highly  tech¬ 
nical  in  character.  We  also  know  that  the  tech¬ 
nical  training  required  to  fill  such  positions  is 
usually  secured  in  formal  schooling,  princip¬ 
ally  at  the  college  level.  Thus,  a  very  large 
proportion  of  the  bureaucrats  of  business  are 
people  who  have  college  training.  For  those 
who  are  unable  to  secure  a  college  education, 
many  companies  provide  internal  schooling 
opportunities  as  a  substitute.  The  central  fact 
is  that  it  takes  knowledge  and  technical  skills 
to  perform  administrative  tasks.  Either  formal 
schooling,  or  supplementary  on-the-job  train¬ 
ing,  is  required  to  learn  these  skills. 

From  an  analytical  standpoint,  it  is  much 
more  important  for  us  to  understand  the  con¬ 
sequences  of  recruitment  for  the  behavior  of 
bureaucrats.  The  impersonality  of  selection, 
and  the  objective  criteria  used,  have  important 
consequences  for  the  outlook  of  those  selected, 
and  their  behavior  as  management  function¬ 
aries. 

Typically  a  position  is  established  for  which 
a  person  is  recruited.  The  position  is  described 
in  considerable  detail.  The  functions  and  work 
operations  to  be  performed  are  objectively 
set  forth,  normally  in  writing.  The  power  char¬ 
acteristics  of  the  position,  and  its  place  in 
the  authority  structure  are  also  set  forth. 
Finally,  there  is  usually  a  set  of  minimum 
criteria  of  schooling,  education,  background, 
and  experience  considered  necessary  to  fill  the 
position.  These  facts  are  usually  incorporated 
in  a  job  description. 

Once  the  job  description  is  established,  a 
search  is  made  among  available  people  for 
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likely  candidates.  Present  employees  of  the 
organization  may  be  considered.  Outsiders 
may  be  sought  through  normal  recruiting 
channels. 

The  central  feature  in  this  recruiting  process 
is  that  the  successful  candidate  is  selected  in 
terms  of  what  he  is  rather  than  who  he  is.  He 
is  selected  in  terms  of  what  he  appears  to  be 
able  to  do,  or  what  he  has  already  success¬ 
fully  accomplished.  In  short,  his  qualifications 
are  matched  against  the  requirements  of  the 
position.  The  legendary  story  about  references 
for  a  Boston  blue  blood  is  pertinent  here.  A 
Chicago  firm  wrote  to  a  Boston  businessman 
for  references  on  a  job  applicant.  In  due  course 
the  reference  letter  came  back  full  of  praises 
for  the  applicant’s  family  tree,  relatives,  and 
manners.  A  reply  was  sent  by  the  Chicago 
firm  giving  thanks  for  the  reference  and  noting 
that  the  man  was  being  considered  as  a  junior 
executive,  and  not  for  breeding  purposes.11 

On  entering  the  position,  the  successful 
candidate  is  given  considerable  instruction 
regarding  it.  His  job  description  is  usually 
made  known  to  him,  and  the  operating  in¬ 
structions  and  policy  manuals  relevant  to  his 
position  become  part  of  the  “book”  by  which 
he  operates. 

We  now  have  a  picture  of  a  person  re¬ 
cruited  to  a  position,  not  to  an  organization, 
nor  to  a  leader.  His  first  responsibility  is  to 
adequate  performance  in  his  position.  His 
most  immediate  tie  to  the  organization  is 
through  his  position.  His  future  success  de¬ 
pends  on  the  adequacy  with  which  he  is 
judged  to  fill  that  position.  Neither  personal 
relations  nor  organizational  loyalty  is  the 
primary  bond  uniting  the  bureaucrat  with  his 
employing  organization.  He  is  judged  against 
the  requirements  of  the  position  and  his  ability 
to  meet  them. 

It  would  be  naive  to  assume  that  the  bu¬ 
reaucracies  of  work  organizations  are  recruited 
solely  on  objective  grounds.  Favoritism, 
nepotism,  and  considerations  of  organizational 
loyalty  may  become  highly  relevant  in  par¬ 
ticular  situations.  The  idealist  who  suggests 
that  every  swinging  door  can  be  entered  only 
by  obeying  the  sign  on  it  that  reads,  “PUSH,” 
can  always  be  brought  down  to  earth  by  the 
thought  that  the  sign  on  the  other  side  of 
the  door  reads  “PULL.”  Nevertheless,  the 


operation  of  favoritism  and  prejudicial  choices 
is  minimized  in  bureaucratic  administration, 
as  contrasted  with  leader-oriented  organiza¬ 
tions,  and  those  based  on  tradition. 

What  are  the  consequences  of  the  bureau¬ 
crat’s  attachment  first  and  foremost  to  his 
position?  The  consequences  are  two-fold:  his 
objects  of  loyalty  are  determined  by  the 
method  of  his  recruitment,  and  his  normal 
behavior  is  also  a  product  of  the  mode  of  his 
recruitment.  We  will  turn  to  these  two  conse¬ 
quences  immediately. 

LOYALTY  OF  BUREAUCRATS 

What  kind  of  loyalty  does  a  bureaucrat 
have,  and  to  what  does  he  direct  it?  His  loyal¬ 
ties  are  first  and  foremost  given  to  his  techni¬ 
cal,  or  professional  specialization.  The  meth¬ 
ods  engineer  wants  to  be  the  best  possible 
man  in  his  field  and  bends  his  efforts  in  that 
direction;  the  cost  accountant  wants  to  excel  in 
that  specialty;  the  production  control  man  en¬ 
visions  his  career  unfolding  rapidly  as  he  gets 
better  at  his  tasks. 

The  final  chart  in  Chapter  5  pictures  the 
working  person  as  the  product  of  his  social 
roles  and  his  work  assignments.  Both  of  these 
aspects  of  the  working  person  are  highlighted 
for  the  bureaucrat. 

The  social  role  of  the  bureaucrat  is  rein¬ 
forced  very  strongly  for  him  in  his  formal 
schooling,  training,  and  experience.  College 
students  pointing  toward  careers  in  business 
generally  know  early  in  their  schooling  that 
they  are  going  to  be  engineers,  accountants,  or 
junior  executives.  Much  of  their  actual  school 
work  is  concerned  with  building  up  their  self- 
image  as  occupants  of  such  positions.  This  is 
in  addition  to  learning  the  technical  knowl¬ 
edge  necessary  to  perform  the  tasks  associated 
with  these  positions.  Furthermore,  after  be¬ 
coming  members  of  management,  many  spe¬ 
cialists  continue  to  fortify  their  role  concep¬ 
tions  by  joining  professional  and  technical 
organizations  that  place  frank  emphasis  on  the 
special  characteristics  of  their  members.  Ad¬ 
mission  to  these  technical  organizations  re¬ 
quires  minimum  levels  of  competence,  and 
membership  tends  to  confer  the  assurance  that 
such  competence  is  possessed  by  the  member. 
From  the  standpoint  of  the  bureaucrat’s  social 
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role,  he  is  strongly  fortified  by  his  schooling 
and  training,  as  well  as  by  his  professional 
reference  groups,  with  the  belief  that  his  spe¬ 
cialization  is  central  to  his  career. 

When  we  turn  to  the  bureaucrat’s  working 
assignments,  we  note,  as  has  already  been  dis¬ 
cussed,  that  he  typically  occupies  an  estab¬ 
lished  position  in  the  organization.  That  is  to 
say,  his  power,  authority,  and  status  relation¬ 
ships  in  the  organization  are  objectively  set 
forth  and  generally  understood,  not  only  by 
himself,  but  all  others  with  knowledge  of  the 
organization.  Here  again  the  position  occupied, 
rather  than  its  organizational  context,  is  em¬ 
phasized. 

We  can  now  see  that  the  loyalties  of  the 
bureaucrat  are  reinforced  from  inside  and 
outside  the  organization,  in  being  focused  on 
his  position  and  its  fulfillment.  The  bureaucrat 
gives  his  loyalties  to  his  own  position. 

In  a  leader-oriented  organization,  every 
member  of  the  organization  has  his  fate  de¬ 
termined  by  the  leader.  Accordingly,  loyalty  to 
the  leader  has  to  be  genuinely,  or  at  least 
publicly,  expressed.  In  tradition-directed  or¬ 
ganizations,  loyalty  attaches  to  the  social  struc¬ 
tures  that  maintain  traditional  divisions  of 
labor.  A  member  of  management  whose  posi¬ 
tion  is  the  consequence  of  being  the  son  of  the 


makes  clear  their  sense  of  attachment  to  their 
specialized  positions,  and  the  professional  and 
technical  reference  groups  that  give  legitimacy 
to  these  positions.13 

BEHAVIOR  OF  BUREAUCRATS 

The  bureaucrat  is  first  of  all  recognizable  in 
his  behavior  by  his  preoccupation  with  the 
technical  tasks  of  his  position.  Most  of  his 
time  is  devoted  to  performing  these  technical 
tasks. 

Being  an  expert,  as  the  bureaucrats  of  man¬ 
agement  generally  are,  has  important  advan¬ 
tages  as  well  as  disadvantages.  The  advan¬ 
tages  are  these.  In  the  area  of  assigned  organi¬ 
zation  responsibility  the  expert  can  operate 
with  a  high  degree  of  self-confidence.  He  has 
personal  resources  that  lend  conviction  to  his 
belief  that  he  knows  better  than  non-experts 
how  to  fill  his  position.  Furthermore,  the  very 
specialization  of  his  position  serves  notice  to 
himself  and  all  other  members  of  the  organiza¬ 
tion  that  he  alone  is  responsible  for  adequate 
fulfillment  of  his  working  tasks.  The  expert, 
then,  has  both  an  inner  belief  in  his  own  com¬ 
petence,  and  an  organizational  legitimation  of 
his  competence  by  assigning  special  responsi¬ 
bility  to  him. 

A  meeting  of  department  heads  with 
the  general  manager.  This  is  an  im¬ 
portant  kind  of  meeting  for  a  great 
deal  of  the  coordination  of  depart¬ 
ments  is  achieved  through  the  deci¬ 
sions  and  agreements  reached  here. 
Note  that  the  meeting  takes  place  on 
neutral  ground,  in  a  conference  room, 
rather  than  in  the  boss'  office.  This 
helps  to  neutralize  authority  and 
status  differences  among  the  partici¬ 
pants  while  they  are  engaged  in  their 
deliberations. 


founder  can  be  fiercely  loyal  to  the  custom 
that  family  membership  confers  the  right  of 
succession  to  leadership. 

Max  Weber  suggested  that  a  bureaucrat  is 
loyal  to  the  impersonal  order  surrounding  the 
bureaucracy.12  He  meant  by  this  that  the 
bureaucrat  is  particularly  concerned  with  main¬ 
taining  the  criteria  by  which  his  position  in 
the  organization  is  considered  legitimate.  Reis- 
man’s  study  of  bureaucrats  in  public  service 


The  disadvantage  of  specialization  and  ex¬ 
pertness  is  the  limited  point  of  view  that  it  de¬ 
velops.  Harold  Laski  has  pointed  out  that  the 
expert  views  the  world  as  having  its  center  in 
his  special  interest.14  From  the  standpoint  of 
his  organization  position,  the  expert  tends  to 
view  his  own  working  assignment  as  more  im¬ 
portant  than  any  others.  The  design  engineer, 
for  example,  is  likely  to  claim  that  the  success 
of  a  product  depends  on  his  designs.  The  pro- 
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duction  man,  on  the  other  hand,  will  assert  that 
the  product  is  only  as  good,  or  profitable  to 
sell,  as  the  ingenuity  of  its  manufacture  per¬ 
mits.  The  sales  executive,  in  turn,  is  certain 
that  the  crucial  element  in  successful  marketing 
of  the  product  is  the  diligence  and  cleverness 
with  which  it  is  presented  to  the  consuming 
public.  Each  expert  honestly  believes  that  the 
destiny  and  prosperity  of  the  firm  depend  on 
the  adequacy  with  which  he  fulfills  his  position. 

This  concentration  on  doing  a  good  job  in 
his  own  position  insulates  each  specialist  from 
those  around  him.  As  a  consequence  he  can 
lose  battles,  in  the  course  of  coordinating  his 
specialty  and  others,  without  feeling  defeated. 
If  the  sales  executive  does  not  succeed  in 
having  a  particular  gadget  added  to  a  product 
to  make  it  more  saleable,  because  the  produc¬ 
tion  people  have  won  the  argument  on  the 
cost  of  making  the  addition,  the  sales  execu¬ 
tive  has  no  reason  to  believe  his  own  idea  was 
wrong.  He  has  simply  lost  a  battle  in  which 
other  considerations  than  sales  appeal  have 
dominated  the  decision.  On  another  product, 
or  at  another  time,  the  sales  executive  may 
come  back  and  “win”  with  exactly  the  same 
arguments.  The  bureaucrat  is  seldom  forced 
to  concede  that  his  own  decisions  can  be 
wrong,  because  the  lost  battle  can  be  rational¬ 
ized  on  grounds  that  external  criteria  have 
been  used  to  decide  it. 

Coordinating  the  efforts  of  independent  spe¬ 
cialists  who  do  not  share  a  common  frame¬ 
work  is  obviously  difficult.  Indeed,  one  of  the 
tests  of  the  extent  to  which  management  func¬ 
tions  can  be  specialized,  is  the  difficulty  en¬ 
countered  in  coordination.  We  have  analyzed 
this  issue  in  Chapter  1 8  as  a  problem  in  com¬ 
munication  for  the  coordinating  executive.  We 
will  analyze  the  same  problem  as  an  issue  for 
the  leader  in  the  next  chapter. 

Another  positive  consequence  of  this  form 
of  administration  is  that  bureaucratic  function¬ 
aries  are  largely  insulated  from  the  impact 
of  turnover  in  top  management.  Since  the 
bureaucrat  is  devoted  to  his  position  and  not 
to  a  particular  leader,  it  is  generally  a  matter 
of  relative  indifference  who  the  leaders  are. 
So  long  as  the  bureaucrat  can  operate  in  a 
stable  position,  he  can  be  indifferent  to  leader¬ 
ship  turnover.  When  a  new  leader,  however, 
comes  in  and  begins  to  shake  up  the  organiza¬ 


tion,  he  may  be  bitterly  opposed  by  the  bu¬ 
reaucracy.  This  is  not  uncommon,  particularly 
where  the  new  leader  is  brought  in  to  improve 
the  operation  of  the  organization.  In  making 
improvements  he  will  inevitably  attempt  to 
reorganize  the  management  and  reassign  man¬ 
agerial  responsibility.  It  is  because  he  is  chang¬ 
ing  bureaucrats’  functions  that  they  oppose 
him;  they  are  not  otherwise  predisposed  against 
him. 

Bureaucrats’  indifference  to  leadership  oper¬ 
ates  to  stabilize  the  organization  in  the  face  of 
leadership  turnover.  It  is  particularly  im¬ 
portant  in  governmental  organizations,  where 
changes  in  the  party  in  power  may  produce 
continuous  shifts  in  leadership.  A  govern¬ 
mental  bureaucracy  remains  stable  and  rela¬ 
tively  capable  of  performance  so  long  as  its 
structure  and  distribution  of  functions  remain 
relatively  unchanged.  Put  more  bluntly,  the 
bureaucrat  fights  back  if  he  feels  his  actual 
position  is  threatened  with  abolishment.  He 
will  fight  equally  vigorously  if  he  feels  that  his 
present  managerial  functions  are  being  trans¬ 
ferred,  modified,  or  reduced  in  number  and 
importance. 

Bendix  has  made  the  point  that  modern 
management  places  great  emphasis  on  human 
relations  skills.15  Ability  to  be  articulate  in 
talking  to  others,  and  felicity  in  relations  with 
them,  are  central  features.  Bendix  concludes 
that  this  is  an  inevitable  consequence  of  bu¬ 
reaucratic  administration.  If  people  are  se¬ 
lected  and  recruited  for  their  positions  on  the 
basis  of  merit  and  ability,  then  they  need  to 
be  accorded  personal  recognition  in  the  form 
of  humane  treatment.  In  a  leader-oriented  or¬ 
ganization  the  leader’s  whim  is  law.  In  a  tra¬ 
dition-oriented  organization  the  social  struc¬ 
ture  provided  customary  ways  of  interacting. 

In  bureaucratic  administration  neither  lead¬ 
ership  whim  nor  customary  patterns  of  be¬ 
havior  are  sufficient.  An  additional  require¬ 
ment  is  that  the  personality  integrity  of  the 
functionary  be  preserved  by  respectful  treat¬ 
ment  of  him. 

There  are  two  additional  factors  leading  to 
the  human  relations  approach.  A  good  deal  of 
discourse  in  carrying  out  business  operations 
is  either  irrelevant  to  the  business  at  hand, 
or  concerned  with  preserving  realms  of  spe¬ 
cialization.  A  human  relations  approach  pro- 
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vides  an  adequate  rationale  for  non-business 
interaction.  It  becomes  reasonable  for  an  exec¬ 
utive  to  inquire  about  the  welfare  of  a  subor¬ 
dinate’s  family  because  this  is  a  humane  thing 
to  do. 

In  preventing  others  from  encroaching  on 
one’s  organizational  responsibilities,  the  hu¬ 
man  relations  approach  provides  an  adequate 
substitute  for  open  conflict.  If  the  sales  execu¬ 
tive  can  firmly  but  politely  assert  that  selling 
is  his  job,  and  not  that  of  the  production  man, 
he  can  preserve  his  jurisdiction  over  this  oper¬ 
ation.  Indeed,  an  important  part  of  the  vo¬ 
cabulary  of  bureaucrats  and  functionaries  is 
concerned  with  “selling”  ideas.  In  this  process 
the  functionary  convinces  his  colleague  spe¬ 
cialists  that  he  alone  is  competent  to  handle 
his  own  specialization,  and  that  the  others 
ought  to  keep  out.  Thus  the  human  relations 
approach  provides  an  important  way  in  which 
specialists  can  fend  off  the  encroachments  of 
colleagues. 

We  can  now  summarize  the  behaviors  of  the 
bureaucrat  as  follows:  he  is  a  man  who  occu¬ 
pies  a  specialized  management  position.  The 
establishment  of  his  position  is  the  organiza¬ 
tional  acknowledgment  that  special  responsi¬ 
bilities  are  centered  in  him  and  that  he  is  ex¬ 
pected  to  have  the  competence  to  fulfill  these 

STANDARDIZING  CO 

The  problems  of  command  are  increased 
with  the  complexity  and  size  of  the  manage¬ 
ment  group.  It  will  be  recalled  that  we  mean 
by  command  the  translation  of  top  policy  into 
operating  reality.  It  is  therefore  necessary  to 
standardize  command  functions  in  order  to 
insure  that  the  intentions  of  top  manage¬ 
ment  will,  in  fact,  be  carried  out  by  the  work¬ 
ing  levels  of  the  organization.  This  standardi¬ 
zation  of  command  function  takes  two  general 
forms.  (A)  Innovating  and  controlling  func¬ 
tions  are  typically  specialized  in  management 
departments.  (B)  Directing  and  coordinating 
functions  are  typically  made  uniform  through 
standing  operating  procedures. 

STANDARDIZING  THROUGH  SPECIALIZATION 

The  nature  of  innovating  and  controlling 
functions  makes  them  particularly  adaptable 


responsibilities.  A  bureaucrat’s  training  and 
prior  experience  give  him  the  inner  conviction 
of  competence.  He  tends  to  see  the  world  of 
work  revolving  around  the  special  importance 
of  his  own  work  assignments.  This  permits  him 
to  be  independent  of  pressures  to  conform  to 
other  standards  of  judgment,  and  criteria  irrel¬ 
evant  to  his  own  specialization.  At  the  same 
time,  this  myopia  prevents  him  from  entering 
wholeheartedly  into  cooperation  with  other 
specialists. 

The  bureaucrat  then  becomes  a  man  to 
whom  responsibility  can  be  assigned  with  a 
reasonable  assurance  that  he  can  fulfill  it.  His 
efforts  must  be  coordinated  with  those  of  other 
specialists,  and  in  particular  situations  he  may 
be  overruled  by  higher  decision.  This  does  not 
destroy  the  bureaucrat’s  belief  in  the  correct¬ 
ness  of  his  decisions,  granting  his  own  special 
criteria.  He  can  continue  in  the  organization 
with  relative  comfort  even  in  the  face  of  lead¬ 
ership  changes  if  his  own  position  is  not  threat¬ 
ened  by  new  leaders.  In  personal  interaction 
with  other  members  of  management  the  new 
human  relations  approach  gives  the  bureaucrat 
a  mode  of  behavior  that  preserves  his  person¬ 
ality  integrity,  and  that  of  his  colleagues,  while 
providing  him  with  defenses  that  involve  “sell¬ 
ing”  rather  than  conflict. 

MAND  FUNCTIONS 

to  staff  specialization.  Innovation  is  concerned 
with  changing  the  organization,  or  its  products, 
in  the  future.  Control  is  concerned  with  insur¬ 
ing  that  the  organization  is  operating  as 
planned.  Both  of  these  management  functions 
lie  outside  the  scope  of  day-to-day  operations. 
Innovating  functions  examine  daily  operations 
for  their  improvement  potential.  Controlling 
management  functions  consider  day-to-day  op¬ 
erations  for  their  adequacy  in  the  light  of 
present  ways  of  getting  work  done. 

Innovation  and  control  are  important  in 
gaining  perspectives  on  regular  operations. 
However,  neither  innovation  nor  control  is 
directly  involved  in  the  on-going  work  of  the 
organization.  For  this  reason  it  is  possible,  and 
desirable,  to  specialize  innovating  and  control 
functions  to  keep  them  out  of  the  main  stream 
of  day-to-day  command  decisions. 

In  the  usual  management  literature  innovat- 


MANAGEMENT  AS  BUREAUCRACY 


377 


ing  and  control  functions  are  described  as  the 
characteristic  activity  of  staff  departments.16 
In  contrast,  directing  and  coordinating  man¬ 
agement  functions  are  viewed  as  the  command 
activities  of  the  line  organization.  The  line  or¬ 
ganization  is  the  body  of  the  management 
bureaucracy  concerned  with  maintaining  day- 
to-day  activities.  Staff  departments  are  set 
aside  from  the  line  organization  in  order  to 
insure  relative  simplicity  in  the  direct  com¬ 
mand  functions  of  coordinating  and  directing 
work. 

Specialized  control  departments  operate  on 
simple  bases.  A  standard  of  performance  is 
established — for  example,  the  budget  of  an 
operating  department  is  a  figure  of  total  ex¬ 
penditures  for  that  department  against  which 
its  actual  expenditures  may  be  checked;  the 
sales  or  production  bogies  are  figures  of  an¬ 
ticipated  volume  of  sales,  or  output,  against 
which  individual  operating  departments  can 
be  checked.  Once  the  standard  is  established, 
the  control  department  then  gathers  enough 
information  from  operations  to  test  whether 
they  are  meeting  established  standards.  This 
collection  of  information,  most  often  in  statis¬ 
tical  form,  is  the  major  activity  of  control  de¬ 
partments.  Once  the  necessary  information 
is  secured,  then  actual  operations  are  checked 
against  standards  of  performance.  This  in¬ 
formation  is  typically  forwarded  as  reports  to 
top  management.  Where  wide  discrepancies 
exist  between  the  expected  standards  and  the 
actual  performance,  top  management  may 
take  action.  Should  performance  fall  below 
expectation,  the  operating  department  may  be 
called  on  for  explanation.  Should  performance 
exceed  expectation,  the  operating  department 
may  be  in  for  praise  and  commendation.  Staff 
control  departments  are  the  watchdogs  of  per¬ 
formance  levels. 

Innovating  functions  are  specialized  in  de¬ 
partments  whose  titles  indicate  their  respon¬ 
sibility  for  change.  Typical  innovating  depart¬ 
ments  carry  titles  like:  research  and  develop¬ 
ment,  product  design,  consumer  or  market 
preference,  product  engineering,  process  en¬ 
gineering,  training,  and  organizational  devel¬ 
opment.  Members  of  innovating  departments 
are  expected  to  be  fault-finders.  The  reason 
such  departments  exist  is  the  belief  that  things 
can  be  done  better.  Innovators  are  given  the 


task  of  constructive  criticism  of  present  ways 
of  doing  things,  with  the  anticipation  that  they 
will  come  up  with  better  answers.  This  often 
strains  relations  between  innovators  and  oper¬ 
ating  personnel.  The  operating  or  line  organi¬ 
zation  is  wedded  to  present  ways  of  doing 
things.  Any  changes  suggested  by  innovators 
explicitly  criticize  present  methods,  and  im¬ 
plicitly  threaten  those  now  responsible  for 
them. 

In  the  relationship  between  bureaucrats  re¬ 
sponsible  for  innovating  functions  and  others 
responsible  for  day-to-day  operations  we  find 
the  classic  conflicts  between  staff  and  line  or¬ 
ganizations.  Dalton  has  shown  in  his  study  of 
three  steel  companies  that  the  operating  offi¬ 
cials  bitterly  oppose  management  innovators 
in  the  person  of  engineers.17  Engineers  are 
viewed  as  half-baked  college  boys  whose  ideas 
can’t  be  valuable  because  they  are  not  based 
on  long  operating  experience.  When  an  en¬ 
gineer  introduces  a  useable  idea,  the  line  offi¬ 
cials,  according  to  the  Dalton  study,  often 
attempt  to  appropriate  the  idea  as  their  own. 
In  the  steel  companies,  the  engineers  felt 
threatened  by  the  antagonism  of  line  officials, 
particularly  as  to  its  effect  on  advancement.  A 
number  of  the  engineers  reacted  by  trying  to 
get  into  the  line  organization,  giving  up  inno¬ 
vating  for  directing  and  coordinating  functions. 

Innovating  and  controlling  management 
functions  are  standardized  by  specialization. 
These  functions  are  set  apart  in  staff  depart¬ 
ments.  They  are  separated  from  the  line  or¬ 
ganization  in  order  to  simplify  directing  and 
coordinating.  Staff  departments  concerned  with 
innovation  and  control  feed  their  discoveries 
and  information  to  the  top  executives  and  line 
commanders.  Management  decision  makers 
may  then  adopt  staff  recommendations  and, 
by  their  approval,  give  legitimacy  to  the  pro¬ 
posed  actions.  In  this  way,  policy  and  com¬ 
mand  decisions  are  affected  by  innovating  and 
controlling  staffs. 

STANDARDIZING  OPERATING  COMMAND 

Members  of  management  concerned  with 
operating  departments  make  regular  command 
decisions,  but  these  decisions  are  always  sur¬ 
rounded  by  important  restrictions  designed  to 
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standardize  command  functions  in  the  man¬ 
agerial  bureaucracy. 

Command  functions  have  to  be  standard¬ 
ized.  Bureaucracy  directly  linking  top  decision 
makers  with  operating  levels  must  be  a  reliable 
instrument  for  transmitting  policies  with  rela¬ 
tively  little  distortion.  If  distortion  in  com¬ 
mands  is  minimized,  then  the  anticipated  out¬ 
come  of  policy  decisions  is  more  likely  to  be 
achieved.  If  intermediate  commands  distort  or 
change  the  policy  intent,  or  methods  for  its 
achievement,  then  outcome  of  the  policy  may 
be  different  from  expectation.  Standardizing 
command  functions  of  directing  and  coordi¬ 
nating  is  based  on  the  desire  to  maximize 
predictability  of  outcome  for  any  policy  de¬ 
cision. 

The  personnel  policies  and  rules  of  the  or¬ 
ganization  constitute  the  most  important  limi¬ 
tation  on  directing  commands  issued  by  man¬ 
agement  members.  Next  in  importance  in  lim¬ 
iting  command  decisions  is  the  structure  of  job 
assignments  embedded  in  the  normal  division 
of  labor. 


interviews  and  selects  new  employees,  with 
the  foreman  having  the  final  say  in  two-thirds 
of  the  companies,  while  in  the  remaining  third 
the  foreman  had  no  control  of  hiring.  Dale 
also  found  that  in  only  10  per  cent  of  the  com¬ 
panies  could  the  foreman  discharge  employees 
without  consulting  superiors,  or  the  personnel 
department.  He  also  found  that  in  every  in¬ 
stance  pay  increases  and  promotions  had  to 
be  approved  by  higher  authorities.18 

In  enforcing  commands,  a  supervisor  may 
have  other  kinds  of  restrictions  imposed  on 
him.  He  may  be  required  by  personnel  policy 
to  warn  a  worker  who  fails  to  follow  a  legiti¬ 
mate  command.  Further  failure  by  the  worker 
may  result  in  his  supervisor’s  report  recom¬ 
mending  discipline — a  report  that  goes  to  a 
superior  or  to  the  personnel  department  for 
action.  A  supervisor  may  be  restricted  from 
using  abusive  language  or  physical  force  to 
secure  compliance  with  his  commands.  Dale’s 
study  showed  that  foremen  had  complete 
charge  of  discipline  in  only  10  per  cent  of  the 
companies  studies.19  The  foreman  may  even 


A  department  head  has  called  his 
section  heads  into  his  office  for  a 
conference.  At  this  level  of  command 
the  boss  typically  does  a  lot  of  talk¬ 
ing,  explaining,  directing.  It  is  even 
significant  that  the  conference  is  held 
in  the  boss'  office.  This  tends  to 
fortify  his  authority  by  making  sub¬ 
ordinates  meet  him  on  his  grounds, 
not  theirs. 


Personnel  policy  and  rules  determine  what 
is  included  and  what  excluded  in  the  decision 
area  of  commanders.  They  also  determine  the 
modes  for  enforcing  commands.  A  foreman 
may  not  have  the  right  to  hire,  fire,  transfer, 
or  promote  his  subordinates.  He  may  make 
recommendations  about  these  matters,  but 
the  actual  commands  governing  them  will  be 
issued  elsewhere,  usually  in  the  personnel  de¬ 
partment,  or  by  a  line  superior.  In  Dale’s  study 
of  the  best  practices  of  American  industry, 
based  on  a  sample  of  100  American  firms,  he 
found  that  the  personnel  department  conducts 


be  restricted  in  the  kinds  of  deprivations  he 
can  use  in  enforcing  his  commands.  He  may 
not  be  permitted,  on  his  own  initiative,  to  ban 
smoking,  or  insist  on  working  up  to  the  closing 
whistle,  without  seeking  superior’s  approval 
for  such  actions. 

In  general,  personnel  policies  are  a  state¬ 
ment  of  prerogatives  conferred  on  workers 
by  management  action.  Viewed  from  the  stand¬ 
point  of  the  supervisor  as  the  commander,  these 
same  employee  prerogatives  constitute  limita¬ 
tions  on  the  areas  over  which  he  can  exercise 
immediate  direction,  and  the  ways  in  which 
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he  can  insure  commands  will  be  followed. 
When  we  see  both  sides  of  the  coin  of  com¬ 
mand,  we  learn  why  supervisory  ranks  of  man¬ 
agement  generally  oppose  restrictive  person¬ 
nel  policies  that  shift  out  of  their  hands  direct¬ 
ing  decisions.  Much  of  the  dilemma  of  super¬ 
visors  in  industry  centers  on  this  continual 
restriction  on  their  directing  functions  through 
the  operation  of  personnel  rules.20 

Division  of  labor  in  the  work  organization 
also  places  important  restrictions  on  super¬ 
visory  command  functions.  When  tasks  are 
segregated  into  departmental  units,  each  sup¬ 
ervisor  can  exercise  command  only  over  his 
own  department.  A  foreman  does  not  have, 
for  example,  command  functions  throughout 
the  plant.  He  can  only  issue  directions  to  his 
own  departmental  crews.  The  division  of  labor 
therefore  initially  specifies  who  comes  within 
the  command  range  of  each  supervisor.  It  is 
only  to  this  particular  group  that  the  super¬ 
visor  can  issue  legitimate  directions.  When  a 
supervisor  moves  out  of  his  own  area  he  can 
issue  directions  only  through  the  supervisors 
of  the  other  areas. 

Workers  are  exceedingly  sensitive  to  the 
areas  of  a  supervisor’s  command.  They  may 
willingly  obey  directions  of  their  own  super¬ 
visor,  and  openly  ignore  orders  coming  from 
other  members  of  management.  Such  behavior 
is  not  insubordination.  It  simply  reflects  the 
fact  that  in  complex  organizations  not  all  mem¬ 
bers  of  management,  having  the  same  level  of 
supervision,  can  issue  directions  to  anyone  at 
a  lower  level.  The  area  of  command  is  always 
restricted.  Legitimate  directions  can  be  given 
only  within  the  departmental  jurisdiction  of 
the  supervisor. 

Division  of  labor  also  determines  what  a 
supervisor  can  order  a  subordinate  to  do. 
Here  the  basic  criterion  of  right  or  wrong 
orders  is  the  work  assignment  of  the  subordi¬ 
nate.  Workers  may  refuse  to  do  work  if  they 
can  claim  that  the  work  does  not  fall  within 
their  job  assignment.  A  supervisor  is  then  put 
on  the  defensive,  either  to  prove  that  the 
work  does  fall  within  the  job  assignment,  or 
to  rescind  his  order.  Machine  operators  or 
skilled  craftsmen,  for  example,  may  refuse  to 
sweep  scrap  off  the  floor,  claiming  it  is  the 
job  of  the  janitor.  The  supervisor,  directing 
the  men  to  clean  up  their  own  work  places, 


may  be  on  shaky  grounds  because  the  special¬ 
ization  of  tasks  does  make  the  clean-up  job 
the  janitor’s  work.  In  other  instances,  a  super¬ 
visor  may  order  a  man  to  move  from  one  kind 
of  machine  operation  to  another,  in  order  to 
get  work  done.  If  the  worker  refuses,  claim¬ 
ing  it  is  not  part  of  his  work  assignment,  the 
supervisor  is  in  the  position  of  having  to  prove 
that  the  particular  division  of  labor  permits 
transfers  of  the  sort  he  ordered. 


The  first  line  supervisor  operates  face-to-face  with 
workers.  A  foreman's  command  functions  are  typi¬ 
cally  carried  out  at  the  working  stations  of  the  men, 
not  in  the  shop  office.  It  is  characteristic  that  at 
the  lowest  level  of  supervision,  the  boss  goes  to  the 
men,  as  this  foreman  of  a  blast  furnace  is  doing 
to  give  his  men  a  safety  talk. 

In  the  interest  of  standardizing  repetitive 
operations,  job  assignments  become  special¬ 
ized  and  subdivided.  The  technology  makes 
this  necessary.  In  the  very  process  of  special¬ 
ization  and  subdivision,  however,  an  import¬ 
ant  limitation  is  placed  on  a  supervisor’s  direc¬ 
tion  of  his  work  force.  He  must  live  with  the 
established  work  assignments,  and  limit  his 
orders  to  keeping  people  at  their  assigned 
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tasks.  In  a  number  of  unionized  plants,  this 
may  even  include  a  limitation  preventing  the 
supervisor  from  performing  any  productive 
labor.  His  own  actual  working  behavior  may 
be  restricted  to  supervising,  and  any  attempt 
to  do  actual  work  will  be  resisted  by  the 
workers. 

A  third  aspect  of  the  division  of  labor 
limiting  supervisors’  command  functions  is 
the  determination  of  job  assignments  by  staff 
departments  rather  than  by  the  supervisor. 
Most  typically,  job  descriptions  and  operating 
procedures  are  written  in  staff  departments, 
though  the  supervisor  may  be  consulted  in 
preparing  such  directives.  The  supervisor  may, 
therefore,  even  lose  direct  control  of  the  work 
assignments  of  his  own  crews. 

Directing  functions  of  supervisors  are 
standardized  by  personnel  policies  and  the 
organizational  division  of  labor.  The  super¬ 
visor  loses  personal  control  of  decisions  in 
these  areas.  He  becomes  the  administrator  of 
rules,  policies,  and  practices  originating  above 
him  in  the  line  organization  or  in  staff-  de¬ 
partments.  A  supervisor  is  a  master  of  his 
own  department  only  insofar  as  he  operates 
within  the  restrictions  established  by  the  or¬ 
ganization.  He  is  constantly  pressured  to  be¬ 
come  an  administrator  of  complex  rules  and 
policies,  and  has  little  initiative  to  change 
rules  or  introduce  new  policies.  The  super¬ 
visor  retains  control  over  the  timing  of  his 
commands.  Even  on  timing,  however,  the 
demands  of  production  schedules  and  con¬ 
tinuous  operations  often  reduce  the  super¬ 
visor’s  area  of  discretion. 

The  bureaucrats  primarily  concerned  with 
directing  others  operate  under  tight  wraps  im¬ 
posed  by  the  work  organization.  This  tends  to 
insure  standardization  in  directing  commands. 
It  also  leads  to  rigidity  in  supervisory  behavior. 

STANDARDIZING  COORDINATING  COMMANDS 

Command  functions  involving  coordination 
have  their  own  modes  of  standardization.  The 
coordinating  executive  is  concerned  with  main¬ 
taining  balance  among  the  organization’s  op¬ 
erations.  For  this  purpose  the  organization 
structures  give  him  important  guidepoints. 
When  doubt  exists  as  to  the  proper  point  of 


balance,  representative  committees  may  be 
established  to  advise. 

The  power  structure  of  the  organization  tells 
the  coordinating  executive  a  good  deal  about 
stable  balance  points  within  it.  A  good  co¬ 
ordinator  tries  to  keep  departments  and  func¬ 
tions  of  equal  power  in  relative  balance.  He 
seeks  to  prevent  one  department  from  achiev¬ 
ing  more  power  at  the  expense  of  another. 
The  sales  department,  for  example,  may  be¬ 
come  aggressive  with  respect  to  design  of 
product,  rate  of  output,  or  selling  price,  in 
the  interest  of  greater  sales.  The  design  engin¬ 
eers  may  balk;  the  production  departments 
may  rebel  against  increasing  levels  of  output; 
and  the  accounting  department  may  claim  that 
the  proposed  selling  price  has  no  relationship 
to  costs  of  production.  Each  department 
argues  from  the  standpoint  of  its  specialized 
responsibility  in  the  organization.  A  coordinat¬ 
ing  executive  making  the  final  balancing  de¬ 
cision  evaluates  the  factual  arguments,  as 
well  as  the  effects  of  his  decision  on  future 
distributions  of  power.  If  his  decision  supports 
the  sales  department  against  the  others,  it 
may  strengthen  the  future  impact  of  sales 
viewpoints  on  organization  policy.  This  will 
strengthen  the  relative  power  position  of  the 
sales  department. 

In  making  such  balancing  decisions,  the 
coordinating  executive  takes  into  account  the 
established  power  structure.  Usually  the  least 
disturbing  decision  he  can  make  is  to  leave 
the  power  distribution  unchanged  among  the 
departments  in  conflict.  Whether  this  promotes 
profits  or  efficiency  is  another  matter. 

Coordinating  executives  may  choose  to 
establish  a  committee  to  study  a  problem 
before  making  decisions.  Typically  such  com¬ 
mittees  are  composed  of  representatives  drawn 
from  interested  departments.  Through  such 
a  committee  arrangement,  coordinating  execu¬ 
tives  delegate  the  planning  functions  to  rep¬ 
resentatives  of  the  contesting  departments. 

When  a  plan  is  finally  submitted  by  the 
committee,  the  coordinating  executive  can 
use  it  as  a  basis  for  his  own  decision,  with 
some  assurance  that  the  departments  whose 
representatives  drew  up  the  plan  will  be  at 
least  partially  committed  to  it.  The  repre¬ 
sentative  committee  is  one  way  of  making 
the  interested  departments  work  out  a  mutu- 
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ally  satisfactory  point  of  balance  among  them¬ 
selves. 

It  often  happens  that  representative  com¬ 
mittees,  established  to  advise  executives  on 
their  coordinating  functions,  fail  to  produce 
acceptable  plans.  Committees  can  be  the  burial 
ground  for  coordination  plans  as  well  as  their 
birth  place.  Even  where  the  committee  fails, 
its  efforts  may  prove  enlightening  to  the  co¬ 
ordinating  executive;  he  may  at  least  learn 
some  of  the  points  at  which  irreconcilable  dif¬ 
ferences  exist  in  the  organization. 

Where  operating  plans  are  produced  by 
representative  committees,  the  coordinating 
executive  has  lost  freedom  of  decision  to  the 
committee.  Should  he  choose  not  to  accept 
the  committee  plan,  he  may  antagonize  all  the 
departments  whose  representatives  compose 
the  committee.  Use  of  such  advisory  commit¬ 
tees  is  thus  another  way  of  standardizing  the 
coordinating  command  functions,  by  delegat¬ 
ing  the  planning  of  coordination  to  representa¬ 
tives  of  the  departments  whose  activities  must 
be  fitted  together. 

Commands  concerned  with  coordinating 
diverse  departments  of  an  organization  are 
standardized  on  two  bases.  These  commands 
may  follow  from  the  existing  power  structure 
of  the  organization,  and  reconfirm  it.  Coordin¬ 
ating  commands  may  also  result  from  new 
balances  in  the  power  structures  worked  out 
by  representative  committees  drawn  from  the 


departments  whose  individual  power  may  be 
affected  by  the  commands  issued. 

We  have  now  examined  some  of  the  ways 
in  which  the  command  functions  of  bureauc¬ 
racy  are  standardized.  Standardization  of  di¬ 
recting  commands  is  achieved  in  special  ways. 
Coordinating  commands  are  standardized  on 
different  grounds.  Innovating  commands  and 
controlling  commands  have  their  own  modes 
of  standardization. 

The  managerial  functions  of  bureaucracy 
can  now  be  seen  in  perspective.  Bureaucracy 
is  the  linkage  between  top  policy  makers  and 
workers.  This  in-between  body  of  management 
is  concerned  with  turning  policy  into  com¬ 
mands  to  make  the  work  of  the  organization 
effective.  To  insure  this  linkage  between  policy 
and  operations,  the  commands  of  the  bureauc¬ 
racy  need  to  be  standardized.  Standardization 
of  commands  is  achieved  by  different  modes 
for  directing,  controlling,  innovating,  and  co¬ 
ordinating  management  functions. 

We  have  treated  the  four  general  managerial 
functions  as  though  they  were  performed  sep¬ 
arately  by  different  members  of  management. 
Referring  back  to  Chapter  5,  it  should  be  clear 
that  many  members  of  management  perform 
all  of  these  managerial  functions.  It  should 
then  be  apparent  that  fulfilling  command  func¬ 
tions  as  members  of  the  managerial  bureauc¬ 
racy  requires  extensive  talent,  considerable 
training,  and  experience. 


NON-RESPONSI  BLE  BUREAUCRATIC  BEHAVIOR 


Some  bureaucrats  fail  to  fufill  their  assigned 
responsibilities.  There  is  no  automatic  way  to 
guard  bureaucratic  administration  from  non- 
responsible  bureaucrats,  but  it  is  instructive  to 
examine  some  types  of  non-responsible  bu¬ 
reaucratic  behavior  in  order  to  discover  how 
inefficiency  can  creep  into  bureaucratic  ad¬ 
ministration. 

There  are  two  forms  of  deviant  bureaucratic 
behavior  with  which  we  will  deal.  The  first 
results  in  avoiding  responsibility.  The  second 
results  in  hoarding  it. 

In  the  accompanying  chart  the  four  man¬ 
agement  functions  are  set  forth.  In  the  second 
column  the  typical  situations  in  which  there 
is  a  need  for  making  command  decisions  are 


illustrated.  The  third  column  shows  the  basis 
on  which  bureaucrats  who  avoid  their  re¬ 
sponsibilities  make  their  decisions.  The  last 
column  shows  the  kinds  of  responsibility 
avoidance  displayed. 

A  supervisor  concerned  with  directing  work¬ 
ers  when  faced  with  an  operating  problem, 
may  make  his  decision  according  to  “the 
book.”  In  so  doing  he  is  appealing  to  the 
authority  of  the  rules  and  policies  under  which 
he  operates.  He  ascribes  the  existence  of  the 
policies  and  rules  to  higher  level  authorities, 
whose  ways  may  be  mysterious,  or  whose 
reasoning  is  esoteric.  Avoidance  of  responsi¬ 
bility  for  directing  commands  leads  to  asser¬ 
tion  that  the  commands  are  issued  because 
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CHART  20.4 

NON-RESPONSIBLE  BUREAUCRATIC  BEHAVIOR  LEADS  TO  AVOIDING  RESPONSIBILITY 


Management 

Functions 

Need  for  making 
Command  Decisions 

Bases  of 
Decision 

Ways  of  Avoiding 
Responsibility— 

BUCK  PASSING  TO: 

DIRECTING 

EXISTING  OPERAT¬ 
ING  PROBLEM 

“the  book” 

HIGHER  OR  LOWER 

AUTHORITIES 

COORDINATING 

DEPARTMENTAL 

CONFLICT 

EXISTING 

POWER 

STRUCTURE 

past  history:  “It  has  al¬ 
ways  been  done  that 
way.” 

CONTROLLING 

QUESTIONING  OF 

CONTROL  INFOR¬ 
MATION 

RIGHT  TO 

EXERCISE 

CONTROL 

FUNCTIONS 

TOP 

DECISION 

MAKERS 

INNOVATING 

NEW  IDEAS 

CUSTOM 

PAST  history: 

“Past  methods  or 
designs  work.” 

the  supervisor  cannot  help  himself — he  has  to 
do  it.  He  may  even  privately  declare  that  he 
thinks  the  commands  he  issues  are  wrong,  in¬ 
efficient,  or  inapplicable.  “I  have  to  limit  your 
smoking  breaks  to  ten  minutes,  because  that’s 
the  rule,  even  though  I  know  we  can  get  the 
work  done  with  longer  break  periods.” 
“You’ve  got  to  use  this  lousy  material  because 
the  jerks  in  purchasing  goofed  off  in  buying  it. 
You  know  how  those  guys  operate.”  Some¬ 
times  the  buck  passing  for  middle  level  super¬ 
visors  may  be  downward  to  lower  level  super¬ 
visors.  A  middle  level  supervisor  may  see  him¬ 
self  as  being  forced  to  support  his  subordinate. 
“I  wouldn’t  have  made  that  decision  myself, 
but  I’ve  got  to  back  Joe  up  now  that  he  did.” 

Making  coordinating  command  decisions  in 
departmental  conflicts  may  lead  to  decisions 
whose  necessity  is  justified  by  the  existing 
power  structure.  The  coordinating  executive 
may  pass  the  buck  to  past  history  by  asserting 
that  “It  has  always  been  done  that  way,  and 
my  decision  is  to  keep  doing  it  that  way.” 
Complete  dependence  on  past  history  may 
lead  to  ignoring  new  facts,  or  new  situations, 
that  require  a  break  with  precedent.  Respons- 
bility  for  making  new  command  decisions  can 
be  avoided  by  the  appeal  to  history. 

The  usefulness  of  control  information  is 
often  questioned  by  operating  departments. 
This  is  particularly  true  when  vast  amounts  of 
statistical  information  are  required  in  ful¬ 


filling  the  controlling  functions.  Such  attacks 
by  operating  departments  place  the  control 
functionaries  on  the  defensive.  They  are  likely 
to  appeal  to  their  delegated  right  to  exercise 
control  functions  and  collect  controlling  in¬ 
formation,  passing  the  buck  to  top  decision 
makers  who  have  ordered  the  complex  con¬ 
trols.  No  attempt  is  made  to  re-examine  the 
usefulness  of  the  controlling  information  col¬ 
lected,  or  their  cost  in  relation  to  their  use.  The 
exercise  of  the  control  function  is  jealously 
guarded  as  an  immutable  delegation  from  top 
management.  Reasonable  criteria  are  rejected 
in  evaluating  present  control  activities. 

Innovating  command  functions  are  usually 
stimulated  by  new  ideas  coming  either  from 
inside  or  outside  the  organization.  An  appeal 
to  custom  or  habitual  procedure  may  lead  to 
rejection  of  new  ideas.  Past  success  becomes 
its  own  justification  for  refusing  to  make  in¬ 
novations.  Specialized  departments  whose  sole 
function  is  that  of  innovating  may  run  into 
this  kind  of  responsibility  avoidance  on  the 
part  of  top  executives  who  have  to  pass  on 
new  ideas  and  proposals. 

It  should  be  noted  that  the  kind  of  bureau¬ 
cratic  behavior  which  leads  to  an  avoidance 
of  responsibility  makes  use  of  organization 
processes  for  its  own  justification.  If  you  now 
re-examine  the  third  column  of  the  chart,  you 
will  note  that  the  body  of  rules  and  regula¬ 
tions,  the  existing  power  structure,  the  present 


MANAGEMENT  AS  BUREAUCRACY 


383 


authority  structure,  and  the  customary  pro¬ 
cedures  of  the  organization  are  used  in  re¬ 
jecting  responsibility. 

The  second  kind  of  irresponsible  behavior 
among  bureaucrats  is  a  hoarding  of  responsi¬ 
bility.  A  bureaucrat  who  hoards  responsibility 
has  a  self-image  as  an  infallible  authority.  He 
tends  to  refuse  to  delegate  to,  or  consult,  col¬ 
leagues,  subordinates,  or  superiors.  He  is 
exceedingly  eager  to  prove  his  competence, 
either  to  himself,  or  to  his  superiors.  He  views 
the  test  of  his  competence  as  his  ability,  un¬ 
assisted,  to  solve  all  his  operating  and  com¬ 
mand  problems.  The  result  is  a  grasping  after 
responsibility  through  a  misplaced  or  mis¬ 
guided  sense  of  initiative.  Such  a  functionary 
wants  to  do  everything  himself,  because  he 
thinks  he  can  do  it  better  than  anyone  else. 
He  refuses  to  delegate  to  subordinates,  or  does 
so  reluctantly  and  without  admitting  their 
ability  to  do  as  well  as  himself.  The  responsi¬ 
bility  hoarder  may  pile  increasing  work  loads 


on  himself,  so  that  he  appears  to  be  exceed¬ 
ingly  devoted  to  his  position.  He  may  stay 
late  at  his  work,  and  return  early,  simply  be¬ 
cause  he  needs  the  time  to  do  the  work  he 
refuses  to  share.  He  may  become  a  bottleneck 
in  the  organization.  It  is  clear  that  the  hoard¬ 
ing  of  responsibility  may  not  be  consistent 
with  the  effective  performance  of  responsibil¬ 
ity.  It  should  be  pointed  out,  incidentally,  that 
responsibility  hoarding  through  personal  initi¬ 
ative  may  actually  be  encouraged  by  superiors 
in  their  desire  to  foster  aggressive  and  original 
thinking  on  the  part  of  management  function¬ 
aries.  A  responsibility  hoarder  simply  miscon¬ 
strues  the  assumption  of  personal  responsibil¬ 
ity  for  a  display  of  persona]  initiative. 

We  have  examined  briefly  two  major  forms 
of  non-responsible  bureaucratic  behavior.  The 
purpose  is  to  indicate  that  even  the  bureau¬ 
cratic  form  of  administration  is  not  without 
its  problems. 


BUREAUCRATIC  ADMINISTRATION 


This  chapter  has  focused  on  the  form 
that  administration  takes  in  large  scale 
organizations.  We  have  examined  the  sources 
of  bureaucratic  administration.  Following 
that,  we  analyzed  the  general  characteristics 
of  bureaucracy.  Next,  attention  was  turned 
to  the  standardization  of  command  functions 
in  the  bureaucratic  reaches  of  management. 
Finally,  the  breakdown  of  bureaucratic  re¬ 
sponsibility  was  considered. 
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Standard  Oil  Company  of  New  Jersey. 
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I _ eadership  and  command  are  not  the  same. 

In  this  chapter  we  are  concerned  with  the  cir¬ 
cumstances  under  which  leadership  is  exer¬ 
cised  in  organizations,  and  the  ways  in  which 
leaders  behave.1 

The  two  previous  chapters  established  the 
fact  that  much  of  the  behavior  of  organization 
officials  involves  giving  commands  and  polic¬ 
ing  performance.  This  kind  of  behavior  ful¬ 
fills  a  prescribed  position  in  the  organization, 


and  can  be  carried  out  independently  of  per¬ 
sonal  relationships  between  leader  and  fol¬ 
lowers,  and  of  the  personal  characteristics  of 
the  commander. 

When  we  turn  our  attention  to  leadership, 
however,  we  must  take  into  account  more 
than  the  official  relationships  between  order 
givers  and  order  receivers.  Much  of  the  busi¬ 
ness  of  any  organization  can  be  accomplished 
without  leadership.  We  therefore  need  to  ex- 
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plain  the  functions  of  leadership,  indicating 
the  effects  leaders  have  on  human  behavior 
in  work  organizations.2 

There  are  two  primary  functions  of  organi¬ 
zation  leadership:  (A)  building  and  sustain¬ 
ing  morale,  and  (B)  confronting  and  meeting 


LEADERSHIP 

All  levels  of  leadership  are  concerned  with 
building  and  sustaining  the  morale  of  the  led 
group.4  Techniques  for  affecting  morale  will 
vary  according  to  the  kind  of  leader  and  the 
kind  of  group  being  led.  The  informal  leader 
who  has  a  small  group  and  who  is  related  to 
his  group  by  special  ties  will  affect  group 
morale  in  ways  distinct  from  those  of  a  leader 
in  the  larger  formal  organization. 

We  can  examine  the  relation  between  lead¬ 
ership  and  the  functions  that  it  satisfies  in  a 
general  way.  We  must  also  be  clear  that  the 
two  major  types  of  leaders,  formal  and  in¬ 
formal,  having  distinctive  features  of  their  own. 
In  a  later  section  of  this  chapter  we  will 
examine  these  types  of  leaders  and  point  out 
their  specific  ways  of  carrying  out  their 
functions.5 

For  purposes  of  organization  analysis  we 
use  a  specific  definition  of  morale.  Morale  is 
a  feeling  of  identification  with  a  group,  and  ac¬ 
ceptance  of  the  goals  and  purposes  common 
to  the  group.  We  have  already  examined 
morale  in  Chapter  12.  There  we  identified 
morale  as  the  zeal  with  which  the  person 
identifies  with  his  group  associates  and  their 
collective  goals. 

Morale  is  not  a  state  of  well  being  so  much 
as  it  is  a  state  of  belonging,  and  an  awareness 
of  the  conditions  of  group  membership.  In¬ 
deed,  a  person  may  very  well  feel  great  unhap¬ 
piness,  and  yet  have  a  strong  sense  of  belong¬ 
ing.  It  would  be  hard  to  argue,  for  example, 
that  soldiers  in  battle  are  particularly  happy, 
either  about  their  chances  of  living,  or  their 
way  of  life.  Nevertheless,  fighting  units  in 
battle  can  exhibit  high  morale  because  of 
soldiers’  close  identification  with  their  combat 
unit,  and  willingness  to  make  supreme  per¬ 
sonal  sacrifices  for  the  immediate  goals  of 
this  group. 

We  are  sometimes  led  astray  in  analyzing 


change  affecting  the  organization.3  These  are 
distinctive  leadership  functions  requiring  dif¬ 
ferent  skills  and  activities.  However,  these  do 
not  necessarily  require  personal  specializa¬ 
tion;  the  same  leader  may  perform  both 
functions. 


AND  MORALE 

morale  by  the  tendency  to  identify  a  state  of 
well  being,  or  satisfaction,  as  high  morale  and 
the  opposite  as  low  morale.  It  is  obvious  that 
people  have  states  of  satisfaction  and  dissatis¬ 
faction.  Not  nearly  so  obvious  is  the  fact  that 
there  may  not  be  a  one-to-one  correspondence 
between  personal  satisfaction  and  a  high  sense 
of  group  belonging,  including  identification 
with  group  behavior  and  goals. 

There  are  five  functions  that  a  leader  fills 
in  building  and  sustaining  morale.  These  are: 
(A)  group  symbolizer,  (B)  group  goal  se¬ 
lector,  (C)  group  decision  maker,  (D)  group 
arbiter,  and  (E)  group  example.  We  will  ex¬ 
amine  each  of  these  in  turn. 


SYMBOLIC  ASPECTS  OF  LEADERSHIP 

One  way  the  leader  affects  the  morale  of 
a  group  is  through  his  role  as  its  symbolic 
leader.  Any  leader  can  play  a  symbolic  role 
for  his  group  by  standing  for  it,  or  symbol¬ 
izing  it,  in  relation  to  its  social  environment. 

Top  executives  of  organizations,  as  their 
formal  leaders,  are  always  viewed  as  group 
spokesmen.  The  formal  leaders  proclaim  the 
goals  and  policies  of  the  organization  to  the 
public  at  large;  they  testify  on  its  behalf  in 
public  gatherings;  and  “sell”  its  virtues  when¬ 
ever  given  the  opportunity  to  reach  an  audi¬ 
ence.  It  is  one  of  the  outstanding  transforma¬ 
tions  of  American  business  leadership  that  its 
principal  figures  have  been  made  over  from 
the  image  of  the  “robber  baron,”  with  a  pub- 
lic-be-damned  outlook,  into  the  picture  of 
industrial  statesmen,  with  broad  concerns  for 
social  welfare.6  This  has  been  almost  wholly 
a  shift  in  the  position  of  business  executives 
as  the  symbolic  embodiments  of  their  or¬ 
ganizations.7 

In  the  voluntary  and  organized  social 
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groups  of  work  there  tends  to  be  at  least  a 
minimum  differentiation  between  a  leader 
and  followers.  Such  informal  leaders  may  op¬ 
erate  as  group  spokesmen,  or  symbols,  in  ap¬ 
propriate  circumstances.  The  leader  may  be 
the  one  who  publicly  deals  with  attacks  on  the 
group.  He  may  simply  serve  as  the  focal  point 
by  which  the  group  is  labelled  “Joe’s  gang”  or 
“Bill’s  clique.”  Insofar  as  the  group  is  labelled, 
the  leader  may  be  the  one  who  gives  the  des¬ 
ignation  to  it,  and  the  one  who  stands  for  the 
group  in  the  eyes  of  outsiders. 

The  symbolic  aspect  of  leadership  has  value 
to  the  group.  It  clarifies,  for  its  members,  who 
shall  be  the  spokesman,  and  who  shall  rep¬ 
resent  the  group  in  its  dealings  with  outsiders. 
Similarly,  for  the  outsiders  ease  in  approach¬ 
ing  and  dealing  with  the  group  is  facilitated  by 
the  role  that  the  leader  plays  as  its  symbolic 
center.8 

It  is  interesting  to  note  that  the  formal 
leader  of  the  organization  always  plays  the 
symbolic  role.  The  informal  leader  typically 
carries  out  this  function  if  the  informal  group 
is  .recognized  as  such.  If  the  informal  group 
is  genuinely  subversive  of  the  work  organiza¬ 
tion,  it  may  attempt  to  hide  its  identity  and 
conceal  its  leadership.  Under  these  circum¬ 
stances  the  symbolic  leadership  role  has  only 
its  intra-group  functions,  and  does  not  serve 
to  relate  the  group  to  its  social  environment. 


LEADER  AS  GOAL  SELECTOR 

Another  important  function  of  a  leader  is 
defining  group  goals.  Once  the  goals  are  de¬ 
termined,  the  leader  may  also  influence  the 
selection  of  means  for  their  attainment. 

Goal  selection  is  one  of  the  most  character¬ 
istic  functions  of  leadership.  Indeed,  the 
classic  concept  of  leadership  is  that  of  leading 
a  group  toward  a  goal  that  is  not  determined 
by  the  group.9 

In  his  position  of  defining  group  goals,  or 
in  specifying  the  means  for  reaching  these 
goals,  the  leader  is  most  obviously  separated 
and  distinguished  from  his  followers.  The 
leader  comes  to  be  isolated  from  his  group 
most  clearly  in  his  goal-determining  function. 
This  isolation  is  grounded  partly  in  the  auth¬ 
ority  that  the  leader  exercises  as  he  sets  the 


group’s  goals.  The  followers  look  on  the 
leader  as  the  one  who  is  appropriate  to  choose 
the  proper  goals  for  the  group  and,  in  a  sense, 
delegate  this  task  to  him. 

When  group  goals  are  set  by  the  leader 
there  develops  an  additional  bond  connecting 
the  leader  and  his  followers.  Followers  not 
only  identify  themselves  with  the  group,  but 
also  identify  with  group  goals  associated  with 
the  leader  who  determined  them.  Conse¬ 
quently,  loyalty  of  members  is  given  to  the 
group,  and  to  the  leader,  who  is  the  source 
of  some  of  the  group  goals.  The  leader  comes 
to  be  personally  identified  as  essential  to  the 
attainment  of  these  goals. 

Goal-determining  behavior  is  not  a  uni¬ 
versal  leadership  phenomenon.  Indeed,  there 
are  leaders  who  fill  some  of  the  other  functions 
of  leadership,  but  clearly  follow  their  follow¬ 
ers,  rather  than  lead  by  selecting  goals.  Some 
leaders  seem  to  be  highly  sensitive  to  what 
they  take  to  be  the  wishes,  desires,  or  goals  of 
their  followers,  and  seek  to  satisfy  these  as 
nearly  as  possible.  Where  the  group  is  a 
formal  or  informal  electorate,  the  leader  will 
often  not  function  to  set  goals.10  For  example, 
an  elected  government  official,  insofar  as  he 
is  a  leader  at  all,  may  be  highly  responsive 
to  his  interpretation  of  the  desires  of  his 
electorate.11 

Goal-setting  activities  tend  to  isolate  the 
leader.  Failure  to  carry  out  such  function  on 
the  part  of  a  leader  may  throw  him  back  into 
a  more  responsive  relationship  with  his 
followers. 


LEADER  AND  GROUP  CHOICES 

When  the  group  is  faced  with  choices,  the 
leader  often  resolves  them  into  a  set  of  obvious 
alternatives.  He  may  even  choose  the  final 
alternative  himself.  Resolving  group  choices 
is  a  function  related  to  that  of  providing  goals 
and  means  for  attaining  them. 

In  resolving  group  choices  the  leader  has 
the  advantage  that  he  sees  them  not  only  from 
inside  the  group,  but  also  in  the  group’s  rela¬ 
tion  to  its  larger  environment.  Thus,  the  leader 
may  well  have  a  broader  point  of  view  that 
proves  most  valuable  to  the  group  in  the 
choosing  among  alternate  goals  or  objectives. 
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as  Rice  has  shown  for  an  English  factory.12 

Where  there  is  some  discussion  within  the 
group  about  possible  alternatives  that  the 
group  faces,  the  leader  may  resolve  the  prob¬ 
lem  of  choice  by  giving  his  support  to  a  par¬ 
ticular  alternative.  He  is  here  entering  into 
the  group  deliberations.  He  throws  the  pres¬ 
tige,  importance,  and  authority  of  his  position 
on  one  side  or  the  other  of  a  discussion.13 

Resolution  of  group  choices  is  often  per¬ 
formed  by  the  leader  who  is  at  the  same  time 
an  expert  in  an  area  of  knowledge.  A  person 
may  combine  the  leadership  position  he  holds 
with  an  acknowledged  expertness  in  an  area 
which  together  give  his  opinion  and  contribu¬ 
tion  to  a  discussion  exceptionally  heavy 
weight. 

In  this  function  of  resolving  the  problems 
of  choice  in  the  group,  the  leader  preserves 
group  energies  so  that  they  are  not  dissipated 
in  fruitless  and  over-extended  concern  with 
programs  or  courses  of  action.  Put  another 
way,  the  leader  keeps  the  group  from  becom¬ 
ing  merely  a  debating  society.  By  resolving  its 
choices,  the  leader  turns  it  into  an  action 
group. 


LEADER  AND  GROUP  DIFFERENCES 

Another  major  function  of  the  leader  is  that 
of  resolving  internal  group  differences.  These 
differences  may  have  a  variety  of  sources, 
ranging  from  personal  rivalries  between  group 
members,  to  significant  debate  on  major  issues. 

When  the  leader  plays  the  role  of  arbiter 
of  group  differences,  he  does  not  enter  into 
the  group  discussions  as  a  participant  in  the 
same  way  that  he  would  when  he  takes  leader¬ 
ship  in  resolving  the  problems  of  group  choice. 
When  the  leader  deals  with  group  differences, 
he  approaches  them  more  nearly  in  the  spirit 
of  a  judge,  and  tends  to  behave  in  a  judicial 
fashion.  He  may  hear  out  all  sides  of  an  issue 
and  then  decide  on  a  solution. 

The  leader  may  have  these  important  judi¬ 
cial  functions,  particularly  as  he  is  required 
to  coordinate  diverse  activities  in  the  group, 
or  to  keep  it  welded  together  in  the  face  of 
potential  splitting  because  of  severe  person¬ 
ality  differences  among  its  members.  The 
judicial  role  of  leaders  becomes  complicated 


because  it  can  involve  standards  of  justice  that 
are  part  of  the  values  of  the  group.14  It  may 
also  involve  balancing  political  cliques  and 
personal  powers  in  the  interests  of  group  unity. 

In  filling  the  judicial  role,  it  seems  clear  that 
the  leader  must  have  a  fairly  long-time  ex¬ 
perience  in  the  group.  This  provides  the  leader 
with  knowledge  of  group  values  and  standards 
of  justice.  It  also  develops  the  leader’s  sensi¬ 
tivity  to  the  more  subtle  distributions  of  group 
power  so  that  he  makes  realistic  evaluations  in 
the  power  area  in  judging  or  refereeing  internal 
group  differences.15 


LEADER  AS  EXAMPLE 

There  is  another  area  of  leadership  behavior 
in  which  the  leader  becomes  a  model,  or  ex¬ 
ample,  for  the  followers.  This  is  generally 
based  on  a  strong  personal  tie  between  leader 
and  followers.  The  leader  is  viewed  as  the 
embodiment  of  the  highest  values  of  personal 
behavior  and  outlook.16  Accordingly,  follow¬ 
ers  attempt  to  pattern  themselves  after  the 
leader  in  behavior,  point  of  view,  outlook, 
language,  dress,  and  in  all  the  ways  in  which 
it  is  possible  to  imitate  a  person.17 

For  the  follower  there  are  important  limita¬ 
tions  on  his  imitation  of  the  leader’s  behavior. 
When  the  leader  is  behaving  as  a  leader — that 
is,  when  his  behavior  is  not  personal  but 
functional  in  his  role  as  leader — the  followers 
typically  are  in  no  position  to  imitate  him.  On 
the  other  hand,  the  characteristic  personal  be¬ 
haviors  of  the  leader  are  eagerly  imitated. 
For  example,  the  leader  may  exhibit  decisive¬ 
ness  in  his  behavior,  and  his  followers  may 
attempt  to  take  on  this  decisive  characteristic 
in  their  own  behavior.  However,  none  of  the 
followers  would  attempt  to  make  decisions  in 
areas  of  leadership. 

The  most  imitated  aspects  of  the  leader  are 
those  of  personal  behavior,  of  dress,  and  of 
general  demeanor.  The  function  of  this  imita¬ 
tion  is  not  to  supplant  the  leader,  nor  is  it  to 
reduce  the  level  of  the  leader  to  that  of  the 
followers.  Imitation  of  leader  behavior  turns 
out  to  be  a  means  for  identifying  followers 
with  the  leader  and  his  cause  through  external 
marks  that  are  readily  visible  to  outsiders. 
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LEADER  AND  MORALE 

In  general,  in  the  relation  between  leader¬ 
ship  and  group  morale  we  have  been  empha¬ 
sizing  here  the  means  by  which  the  leader  is 
able  to  enhance  or  maintain  identification  of 
members  with  the  group.  He  may  do  this  by 
making  himself  the  symbolic  center  of  the 
group,  or  by  providing  an  example  for  per¬ 
sonal  behavior  that  is  readily  imitated.  He  may 
be  the  originator  of  significant  ideas  in  the 
group,  and  determine  the  group  goals  and 
means  for  their  achievement.  He  may  act  to 
throw  the  weight  of  his  position  in  favor  of 
a  particular  alternative  among  choices  with 
which  the  group  is  concerned.  Finally,  he  may 
act  as  the  judge  or  arbiter  of  differences  with¬ 
in  the  group.  All  these  activities  provide  op- 

LEADERSHIP  AND  OR 

Innovation  is  one  of  the  important  authority 
activities  of  management,  as  we  discovered  in 
Chapter  5.  A  particularly  crucial  kind  of  in¬ 
novating  behavior  that  may  affect  the  future 
of  the  work  organization  is  displayed  by  lead¬ 
ers  in  confronting  change.  A  change  in  the 
internal  or  external  environment  of  the  or¬ 
ganization  may  be  unstabilizing. 

A  leader  functions  effectively  when  he  de¬ 
vises  ways  of  meeting  changed  conditions. 
This  almost  invariably  means  that  he  is  in¬ 
novating.  A  leader’s  innovations  may  be  im¬ 
provised  or  planned.  His  innovations  are  al¬ 
ways  designed  to  point  the  direction  for  or¬ 
ganization  evolution.  Leaders’  innovations 
may  also  point  towards  an  anticipated  state 
of  future  stability.  In  short,  the  long  term 
future  of  a  work  organization  may  depend 
on  the  skill  and  imagination  of  its  leaders  in 
confronting  change.18 

In  general,  the  relationship  between  lead¬ 
ership  and  morale  is  based  on  a  direct  or 
symbolic  personal  relationship  between  leader 
and  followers.  On  the  other  hand,  leadership 
exercised  in  handling  changes  confronting  an 
organization  may  be  of  a  relatively  impersonal 
character.  It  represents  leadership  in  the  or¬ 
ganization  rather  than  leadership  of  people 
directly.19 

By  way  of  example  we  can  think  of  the 
President  of  the  General  Motors  Corporation 


portunities  for  the  leader  to  weld  the  group 
together  into  a  unified  whole,  and  keep  it  uni¬ 
fied  over  the  period  of  his  leadership. 

A  leader  may  often  play  a  more  general 
inspirational  role  for  his  followers.  He  may 
“lecture”  them,  exhort  them,  or  use  personal 
example.  Inspirational  efforts  are  usually  un¬ 
productive,  however,  unless  they  fill  one  or 
more  of  the  five  functions  of  leadership.  Put 
another  way,  attempts  to  use  influence, 
whether  straight  propaganda  or  more  subtle 
forms  of  persuasion,  are  valuable  only  to  the 
extent  that  the  leader  in  fact  has  influence 
over  his  followers.  This  influence  will  exist 
only  if  the  leader  is  really  performing  one  or 
more  of  the  five  functions  of  leadership. 


AN  IZATION  CHANGE 

as  exercising  important  leadership  in  direct¬ 
ing  the  affairs  of  that  far-flung  industrial  em¬ 
pire.  From  the  standpoint  of  the  half  million 
members  of  that  organization,  the  President 
can  be  a  highly  impersonal  and  very  remote 
individual.  His  role  with  respect  to  the  morale 
of  the  group  may  be  negligible.  Nevertheless, 
in  the  organization  as  a  whole,  he  is  a  crucial 
person  because  he  is  the  primary  officer  con¬ 
cerned  with  internal  and  external  conditions 
of  change  that  the  organization  must  meet 
successfully  in  order  to  continue  in  business. 

LEADERSHIP  AND  TECHNICAL  STAFFS 

Leadership  functions  having  to  do  with 
building  and  maintaining  group  morale  can 
never  be  delegated  by  the  leader  to  a  staff 
or  subordinate  individual.  On  the  other  hand, 
many  of  the  functions  of  leadership  in  organ¬ 
izational  change  are  typically  delegated  and 
assigned  to  staff  individuals.  This  fact  serves 
to  characterize  one  of  the  important  differ¬ 
ences  between  the  leader  as  a  morale  builder, 
and  the  leader  as  controller  of  the  organiza¬ 
tion’s  destiny. 

In  some  position  or  office  in  every  organiza¬ 
tion  there  has  to  be  the  responsibility  for  rec¬ 
ognizing  when  the  organization  is  in  need  of 
some  kind  of  readjustment  or  realignment. 
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There  also  has  to  be  an  official  who  will  de¬ 
termine  when  the  environment  of  the  organ¬ 
ization  needs  to  be  considered  in  its  opera¬ 
tions.20  Both  of  these  functions  often  involve 
very  technical  considerations,  and  continuing 
systems  of  appraisal  and  evaluation  of  organ¬ 
izational  conditions  and  external  influences 
that  bear  on  operations. 

Controls  necessary  to  keep  an  organization 
in  balance  or  determine  its  operating  condi¬ 
tion  may  involve  highly  technical  operations. 
These  controls  are  often  initiated  and  evalu¬ 
ated  by  special  staffs.  Similarly,  the  evaluation 
of  the  larger  environment  of  the  organization 
may  involve  complex  market  analyses,  eco¬ 
nomic  analyses  of  general  trends  in  the  econ¬ 
omy,  investment  decisions,  inventory  deci¬ 
sions,  and  the  like.  Again  it  will  be  recognized 
that  action  in  these  areas  may  also  involve 
highly  technical  operations. 

For  both  these  complex  areas  of  operations 
the  leader  may  not  himself  be  completely 
competent  to  gather  the  required  information, 
or  to  evaluate  it.  Furthermore,  the  leader’s 
relation  to  these  problems  is  one  of  relative 
impersonality  as  far  as  the  members  of  the 
organization  are  concerned.  The  leader  is 
not  in  a  position  of  losing  any  influence,  pres¬ 
tige,  or  authority  to  his  followers  by  delegat¬ 
ing  to  special  experts  the  information  gather¬ 
ing  and  evaluating  tasks  in  these  complex 
areas.  Ultimate  responsibility  still  resides  in 
the  leader  to  make  necessary  decisions  guid¬ 
ing  the  organization  in  responding  to  internal 
or  external  influences.21 

Whether  the  leader  assumes  responsibility 
for  these  decisions  by  accepting  without 
change  the  recommendation  of  his  staff  ex¬ 
perts,  or  whether  he  makes  an  independent 
decision  that  takes  into  account  the  recom¬ 
mendations  of  the  staff  experts,  is  not  im¬ 
portant.  The  real  test  of  the  leader  in  confront¬ 
ing  the  conditions  of  change  on  behalf  of  the 
organization  is  his  ability  to  recognize  the  need 
for  organizational  adjustment.  To  put  it  an¬ 
other  way,  the  executive  either  has  to  be  smart 
enough  to  know  when  and  how  his  organiza¬ 
tion  needs  to  be  shaken  up  and  reoriented,  or 
he  has  to  be  smart  enough  to  employ  the 
necessary  staff  experts  who  can  make  these 
discoveries  for  him.  In  either  instance,  he  gets 
deserved  credit  for  being  a  capable  executive 


in  exercising  his  leadership  functions  of  con¬ 
fronting  conditions  of  change. 

PROGRAMING  THE  FUTURE 

A  second  aspect  of  leadership  behavior  in 
the  face  of  dynamic  conditions  affecting  opera¬ 
tions  of  an  organization  involves  determining 
next  steps  in  its  development.  A  leader  is  ex¬ 
pected  not  only  to  know  when  change  is 
necessary  in  the  organization,  but  to  know  in 
what  direction  the  change  should  be  made. 
In  short,  the  leader  is  expected  to  provide 
some  kind  of  program  for  the  future  of  the 
organization.22 


Sigurd  F.  Varian,  developer  of  important  advances 
in  electronic  tubes,  found  that  the  presidency  of  his 
company,  Varian  Associates,  demanded  entirely  too 
much  time  in  fulfilling  command  functions.  He  has 
recently  moved  to  the  position  of  vice-chairman  of 
the  board  of  directors,  and  chief  engineer,  in  order 
to  devote  his  full  time  to  innovating  new  technical 
advances  as  well  as  broad  company  policies. 

Programs  for  the  future  may  take  standard¬ 
ized  forms  like  production  schedules,  sales 
programs,  and  regular  style  or  model  changes. 
Alternatively,  the  program  developed  by  the 
executive  leader  may  entail  continuation  of 
present  plans,  or  even  a  cutback  to  former 
levels  of  output,  and  modes  and  methods  of 
operation. 

Whether  the  executive’s  plan  is  forward- 
looking  or  backward-looking,  or  tends  to  hold 
a  stable  present  position,  is  less  important 
than  the  fact  that  it  is  announced  as  a  program 
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and  appears  definitely  to  face  up  to  the  con¬ 
tingencies  of  the  present.  From  the  standpoint 
of  subordinates,  it  is  important  that  there  be 
a  definite  program  for  meeting  conditions  of 
uncertainty  or  change  facing  the  organiza¬ 
tion.  The  content  of  the  program  is  much  less 
important  than  the  fact  that  a  program  exists 
and  is  being  put  into  effect. 

A  distinction  has  to  be  drawn  between 
programs  that  are  the  product  of  leadership  in 
confronting  organizational  change,  and  pro¬ 
grams  that  are  a  product  of  leadership  affect¬ 
ing  group  morale.  When  the  leader  as  morale 
builder  is  resolving  problems  of  choice  in  the 
group,  or  selecting  goals  for  the  group,  he  is 
really  providing  a  program  of  action.  How¬ 
ever,  the  group  members  identify  themselves 
with  this  program  of  action  through  the  leader. 
It  is  the  leader’s  program,  and  group  unity  and 
morale  are  focused  upon  the  leader  as  the 
source  of  these  programs.23 

The  leader  who  is  confronting  organiza¬ 
tional  change  may  be  personally  unknown  to 
the  majority  of  the  organization  members. 
Their  identification  may  be  either  with  im¬ 
mediate  supervisors,  or  with  the  organization 
in  its  larger,  impersonal  aspect.  To  these 
members,  the  function  of  a  program  of  action 
is  to  insure  some  prospect  of  continued  opera¬ 
tions  in  the  organization.  It  is  a  matter  of 
little  concern  who  originates  the  plan  of 
action,  or,  by  and  large,  what  its  content  is. 
The  primary  fact  of  importance  is  that,  in  the 
face  of  some  uncertainty  challenging  or  threat¬ 
ening  the  organization,  a  plan  of  action  does 
exist  that  has  some  prospect  of  proving  suc¬ 
cessful  in  overcoming  uncertainty.24 

LEADERSHIP  AND  TIMING 

In  the  regular  on-going  activities  of  most 
organizations  it  is  recognized  that  there  are 

LEADERSHIP  AN 

In  general,  we  have  suggested  that  leader¬ 
ship  functions  in  organization  change  are  of  an 
impersonal,  organization-wide  charac¬ 
ter.  Leadership  functions  in  building  and 
maintaining  morale  are  largely  departmental 
or  work-group  oriented. 


going  to  be  daily  or  seasonal  shifts  and  ad¬ 
justments  in  operations.  These  adjustments 
are  expected.  Leaders  are  attuned  to  this 
expectation,  and  have  techniques  for  making 
necessary  adjustments.  These  can  be  called 
the  routine  leadership  decisions  of  the  organi¬ 
zation,  although  the  routineness  does  not 
necessarily  imply  that  these  decisions  are  not 
critical.  They  are  routine  only  in  the  sense 
that  they  are  likely  to  be  made  repeatedly, 
over  a  relatively  short  period  of  time,  and 
certainly  will  recur  over  a  time  period  of 
at  least  a  year.25 

There  are  less  frequently  occurring  situa¬ 
tions  in  which  basic  reorganization  may  be 
required.  This  may  involve  fundamental 
changes  in  the  goals  and  objectives  of  the 
organization;  important  technological  inno¬ 
vations;  the  removal  of  plants  and  offices;  or 
the  personnel  reorganization  of  major  divisions 
and  departments.  It  is  one  of  the  functions  of 
leadership,  in  meeting  change,  to  be  aware  of 
the  needs  for  such  major  but  infrequent  re¬ 
organizations,  and  to  be  prepared  to  carry 
out  the  reorganizations  as  required.26 

The  reorganizing  process  itself  may  be  very 
detailed  and  difficult.  Once  completed  there 
is  an  immediate  leadership  problem  of  re¬ 
establishing  stability  in  the  organization. 
Major  reorganizations  require  plans  for  the 
new  organization.  They  also  require  careful 
working  out  of  the  administration  of  new  plans 
so  that  they  result  ultimately  in  new  stability.27 
While  the  crisis  of  reorganization  may  permit 
rapid  change,  the  requirement  of  the  organiza¬ 
tion  is  to  return  again  to  some  level  of  rela¬ 
tive  stability. 

The  leader,  therefore,  has  to  be  sensitive 
to  the  opportunities  for  change  and  to  careful 
working  out  of  programs  for  achieving  it. 
Leaders  must  also  be  sensitive  to  the  require¬ 
ments  of  organization  stability  and  the  meth¬ 
ods  for  achieving  it.28 

ORGAN  IZATION 

LOCATION  OF  LEADERSHIP 

It  is  possible  to  sketch  out  the  rough  organ¬ 
izational  locations  of  the  various  leadership 
functions  that  have  been  analyzed.  Leader¬ 
ship  as  a  morale  building  and  sustaining  func- 
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tion  is  to  be  found  primarily  among  first-line 
leaders.  Morale  building  leaders  are  indivi¬ 
duals  who  have  commands,  and  a  group  of 
subordinates  responding  to  them  as  com¬ 
manders.29 

At  a  higher  level,  the  general  operating 
management  of  a  firm  can  be  considered  the 
impersonal  leadership  group  concerned  with 
recognizing  conditions  creating  the  need  for 
change  in  the  organization  and  developing 
programs  to  carry  it  out.30  At  a  still  higher 
level,  the  board  of  directors  of  a  typical  firm 
can  be  viewed  as  the  body  making  the  funda¬ 
mental  policy  decisions  with  respect  to  sig¬ 
nificant  reorganizations  of  the  entire  firm’s 
operations.31 

This  distinction  among  levels  of  leadership 
perhaps  suggests  why  leaders  at  succeeding 
levels  of  the  organization  behave  differently. 
The  leader  as  morale  builder  is  personally 
known  to  his  followers,  constantly  in  their 
view,  and  in  contact  with  them.32  The  leader 
in  handling  change  may  seldom,  if  ever,  be  in 
contact  with  those  affected  by  his  leadership 
decisions,  and  their  acceptance  or  rejection  of 
his  decisions  does  not  depend  on  reactions 
to  him  as  a  person.33 

WHEN  DO  LEADERS  LEAD? 

Those  members  of  an  organization  who  are 
in  positions  of  leadership  do  not  always  be¬ 
have  as  leaders.  That  is  to  say,  there  are  many 
times  and  occasions  when  leaders  do  not  lead. 
This  paradox  is  worthy  of  examination. 

As  we  have  seen  from  the  previous  chapter, 
it  is  possible  for  management  positions  of  an 
organization  to  be  filled  by  officials  capable 
of  issuing  commands,  and  technically  compe¬ 
tent  to  fill  the  requirements  of  their  positions 
and  offices.  These  same  individuals,  under 
special  circumstances,  may  also  display  the 
qualities  of  leadership.  In  those  periods  when 
they  are  not  behaving  as  leaders,  they  may 
be  giving  full  attention  to  their  activities  as 
commanders. 

If  we  look  more  closely  at  the  functions  of 
leadership,  we  will  perhaps  discover  why  lead¬ 
ership  is  not  a  continuous  activity.  In  the 
morale  building  and  sustaining  functions  of 
leadership,  it  is  not  necessary  continually  to 
build,  repair,  and  maintain  group  identifica¬ 
tion.  Indeed,  the  longer  the  same  individuals 


operate  together  as  a  group,  the  less  will  be 
the  need  to  reinforce  their  sense  of  group 
identification  and  the  behaviors  that  sustain 
morale.  The  leader  in  fulfilling  his  morale 
functions  will  therefore  operate  only  where 
he  perceives  the  morale  of  the  group  to  be 
threatened,  or  where  it  seems  desirable  to  en¬ 
hance  the  sense  of  group  identification  in  the 
interest  of  meeting  a  particular  crisis.34  If  the 
leader  perceives  that  the  group  seems  to  be 
losing  some  of  its  unity,  he  may  take  action 
to  restore  its  cohesiveness.  If  a  special  require¬ 
ment  is  placed  on  the  work  group  to  give  serv¬ 
ice  above  and  beyond  the  normal  demands 
made  of  it,  the  leader  may  also  step  in  to 
use  techniques  for  heightening  morale  in  order 
that  these  special  demands  will  be  met. 

Leadership  behavior  in  handling  change 
depends  on  the  existence  of  unstabilizing  in¬ 
fluences.35  There  may  be  long  periods  in  which 
the  organization  enjoys  relative  stability. 
During  these  periods  the  leadership  function 
of  confronting  change  lies  in  abeyance. 

We  can  begin  to  see  why  the  generalization 
that  “the  best  executive  is  the  one  with  a  clear 
desk”  can,  in  fact,  be  a  fair  description  of  an 
effective  executive  who  is  also  a  capable 
leader.  Such  an  executive  may  have  delegated 
large  measures  of  the  command  functions  of 
his  position,  and  may  recognize  that  his  lead¬ 
ership  functions  are  not  called  into  constant 
play.36  This  analysis  might  also  help  us  to 
understand  why  Barnard,  for  example,  sug¬ 
gests  that  it  is  an  important  characteristic  of 
a  good  leader  to  know  when  not  to  make  a  de¬ 
cision  as  well  as  when  he  ought  to  make 
decisions.37 

The  distinction  between  command  functions 
and  leadership  functions  may  not  always  be 
easy  to  make.  Nor,  for  the  executive  who  is 
accustomed  to  operating  at  high  speed  and 
under  considerable  tension,  is  it  always  pos¬ 
sible  to  stop  exercising  the  leadership  function 
when  the  circumstances  for  its  exercise  have 
ceased.38 

It  should  be  noted  further  that  there  may 
be  command  and  leadership  situations  which, 
by  the  very  nature  of  their  recurrence,  and  the 
standard  character  of  the  problems  dealt  with, 
are  susceptible  to  handling  by  standing  orders. 
Standing  orders  are  applicable  to  situations  in 
which  problems  recur  in  substantially  the  same 
form  and  can  be  dealt  with  in  standard  ways.39 
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The  need  for  exercising  leadership  or  exhib¬ 
iting  command  may  be  removed  and  replaced 
by  the  standing  orders  that  have  an  automatic 
application  in  situations  that  are  clearly  de¬ 
fined  and  recognized. 

Another  aspect  of  the  periodic  character 
of  leadership  behavior  deserves  attention. 
There  is  a  general  potentiality  for  leadership, 
characteristics  of  all  groups.  Under  circum¬ 
stances  where  the  official  or  accepted  leader  is 
absent,  or  where  he  is  removed  from  the  group 

TYPES  OF 

In  the  light  of  the  preceding  discussion  of 
leadership  functions,  it  is  now  possible  to  ex¬ 
amine  the  types  of  leaders  found  in  work 
organizations.40 

INFORMAL  LEADERS 

An  informal  leader  is  an  individual  at  the 
center  of  a  face-to-face  group  providing  neces¬ 
sary  leadership  that  maintains  the  group  in 
existence  and  gives  direction  to  its  activities. 
Such  a  leader  is  always  recognized  as  being 
influential  in  the  group  and  is  invariably  se¬ 
lected  as  its  spokesman  in  relation  to  the  world 
surrounding  the  group.  He  may  not,  however, 
bear  any  title,  nor  is  it  necessary  that  he  be 
officially  designated  as  leader  by  the  group 
members.  His  pre-eminence  in  the  group  as 
its  leader  is  typically  a  consequence  of  his 
personal  qualities  and  their  high  evaluation 
by  his  followers.43 

The  informal  leader  may  be  viewed  by  his 
followers  as  being  specially  endowed  with 
intelligence,  forcefulness,  exceptional  skills, 
prowess  in  athletics  or  other  activities,  fore¬ 
sight,  shrewdness,  or  cunning.  Not  all  of  these 
characteristics  are  ascribed  to  every  informal 
leader,  but  at  least  some  of  them  are  usually 
believed  to  be  possessed  by  each  informal 
leader.42 

The  informal  leader  has  a  man-to-man  re¬ 
lationship  with  all  his  followers.  He  is  per¬ 
sonally  known  to  them,  and  they  to  him.  The 
informal  leader  typically  shares  many  charac¬ 
teristics  with  his  followers.  These  shared 
characteristics  may  be  of  a  personal  nature. 
They  may  also  be  a  common  background  and 
common  outlook,  or  similar  stations  in  life. 
In  general,  the  informal  leader  can  be  charac- 


for  some  reason,  a  temporary  leader  may  arise. 

A  group  abhors  confusion,  including  the 
confusion  resulting  from  being  leaderless. 
Every  organization  has  more  people  in  it  who 
can  exercise  leadership,  at  least  temporarily, 
than  there  are  positions  of  leadership  to  be 
filled.  It  is  often  in  situations  of  crisis,  where 
an  individual,  not  previously  known  to  possess 
such  qualities,  becomes  a  leader,  that  the 
officials  of  an  organization  learn  where  the 
potential  leadership  skills  are  to  be  found. 

LEADERS 

terized  as  one  who  is  like  his  followers  in  all 
respects  except  those  in  which  he  is  viewed  by 
them  as  having  special  talents  or  abilities.  The 
informal  leader  is  at  the  same  time  like  his 
following,  and  distinguished  from  it.43  The 
grounds  on  which  he  is  distinguished  from  the 
group  he  leads  are  fewer  than  the  bases  on 
which  he  is  like  his  group. 

Informal  leaders  may  exercise  influence 
over  followers  by  manipulating  the  group 
sanctions  that  are  within  their  control.  Their 
primary  function  in  the  group  is  that  of 
building  and  maintaining  a  sense  of  group 
identification  and  unity.  Informal  leaders  are 
concerned  with  the  morale  of  the  group.  Vol¬ 
untary  social  groups  at  work  do  not  have 
programs  of  action,  nor  are  they  particularly 
concerned  with  changes  in  their  environ¬ 
ment.44  Consequently,  leadership  in  such 
groups  is  not  focused  on  meeting  environ¬ 
mental  changes. 

In  the  relationships  between  a  supervisor 
and  his  immediate  subordinates,  there  can  be 
an  interesting  mixture  of  both  informal  and 
formal  leadership  behavior  patterns.  This  is 
particularly  true  for  first  line  supervisors  and 
foremen.  The  supervisor  has  all  the  weight  of 
his  position  behind  him  to  support  his  author¬ 
ity  over  subordinates.45  In  addition,  as  he 
displays  informal  leadership  he  may  succeed  in 
winning  the  respect,  fondness,  admiration,  and 
willing  support  of  his  subordinates.  Their 
bases  of  judgment  about  him  fit  the  work 
situation  so  that  they  admire  him  for  the 
things  he  can  do  as  a  foreman  either  for  the 
department  or  for  them.  This  leadership  skill 
clearly  resides  in  the  supervisor,  as  Jackson 
has  shown  by  experimentally  shifting  leaders 
among  work  groups.46  Part  of  the  informal 
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The  conflicting  demands  of  leadership  and  com¬ 
mand  are  revealed  in  this  picture  of  the  plant  man¬ 
ager  of  the  automated  Ford  engine  plant  in  Cleve¬ 
land.  The  hat  on  in  the  office  is  the  traditional 
badge  of  the  production-minded  executive,  ready — 
at  least  symbolically — to  rush  out  into  the  shop  on 
a  hot  problem.  The  telephone  calls  attention  to 
immediate  command  problems.  But  the  folders  and 
stacks  of  papers  and  even  the  magazine  on  the  desk 
suggest  the  innovating  functions  of  leadership. 

leadership  seems  to  develop  if  the  supervisor 
interacts  more  frequently  with  his  subordi¬ 
nates  than  the  mere  conduct  of  business  would 
warrant,  as  Turner  has  shown.47 

There  may  be  important  problems  of  transi¬ 
tion  when  an  informal  leader  is  chosen  for  an 
official  position  of  command  in  a  work  organ¬ 
ization.  This  happens  when  an  informal  leader 
is  promoted  to  a  supervisory  position.  The 
informal  leader  who  becomes  an  official  of 
the  formal  organization  must  learn  an  entirely 
new  set  of  behaviors.  He  must  also  divest 
himself  of  many  of  the  relationships  he  en¬ 
joyed  as  an  informal  leader.  This  transition 
may  be  exceptionally  hard  to  make  if  the  in¬ 
formal  leader  is  given  an  official  position  of 
command  over  those  who  formerly  were  his 
followers.  It  is  often  desirable  to  move  such 
an  informal  leader  and  give  him  his  command 
position  in  some  other  part  of  the  work  organ¬ 
ization,  where  he  is  no  longer  thrown  in  con¬ 
tact  with,  and  expected  to  command  his 
former  informal  group  associates. 

FORMAL  LEADERS 

The  formal  leader  has  the  initial  advantage 
of  his  command  functions  on  which  to  estab¬ 
lish  his  leadership  position.  His  authority  is 


vested  in  his  office  or  position  without  im¬ 
mediate  need  for  him  to  confirm  it  per¬ 
sonally.48 

The  exercise  of  formal  leadership  is  often 
limited  by  organization  features.  In  the  area 
of  morale,  the  formal  leader  may  not  have  as 
many  channels  of  behavior  open  to  him  as  the 
informal  leader.  The  formal  leader  may  cer¬ 
tainly  operate  as  the  symbolic  center  of  the 
group,  and  as  an  example  through  his  own 
behavior.  He  can  also  choose  group  goals. 
Unless  he  can  get  close  to  and  in  an  informal 
relationship  with  his  followers,  he  may  have 
a  great  deal  of  difficulty  in  resolving  the  prob¬ 
lems  of  choice  in  the  group,  or  in  acting  as  an 
arbiter  of  its  differences.  At  least  these  two 
channels  for  building  group  unity  and  morale 
may  be  foreclosed  to  the  formal  leader.49 

In  a  military  situation  we  seen  an  interesting 
example  of  how  the  formal  leader,  when  he 
moves  out  of  garrison  with  his  troops,  is  likely 
to  emphasize  informality  with  subordinates. 
On  the  basis  of  this  informality,  the  formal 
commander  can  exercise  the  full  range  of 
morale-building  leadership  functions.  The 
battlefield  commander,  at  the  platoon  or  com¬ 
pany  level,  may  often  give  up  some  of  his  com¬ 
mand  functions,  or  command  authority,  in  the 
interest  of  building  his  leadership  functions. 
This  does  not  mean  the  officer  destroys  his 
authority  as  a  commander.  It  simply  means 
that  he  shifts  the  grounds  on  which  the  loyalty 
of  the  group  is  built  and  maintained.  He  sub¬ 
stitutes  for  the  formal  authority  of  his  position, 
the  leadership  functions  he  is  able  to  carry 
out  within  the  group.  Foremen  and  supervis¬ 
ors  can,  in  similar  ways,  weave  together  their 
command  and  leadership  behaviors. 

In  his  role  as  leader  handling  change  affect¬ 
ing  the  organization,  the  formal  leader  builds 
on  and  makes  use  of  the  authority  of  his  office. 
He  has  an  official  responsibility  to  carry  out 
these  functions.  Therefore,  he  has  no  problem 
of  confirming  his  right  to  these  functions. 
Whether  he  accepts  the  responsibility  and  car¬ 
ries  it  out  may  be  a  matter  of  personal  choice 
for  him/’0 

LEADERSHIP  AND  CLIQUES 

A  special  and  interesting  kind  of  leader  is 
the  individual  who  is  a  power  seeker  or  “poli¬ 
tician.”  Such  individuals  are  relatively  com- 
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mon  and  may,  in  fact,  be  encouraged  by  the 
very  nature  of  the  competition  the  organization 
fosters  for  its  higher  positions  of  command. 
The  novel,  Executive  Suite,  illustrates  the 
classic  struggle  within  a  business  firm  to  take 
over  the  position  of  president.51 

One  of  the  sure  ways  of  discovering  the 
officials  of  an  organization  who  have  leader¬ 
ship  is  to  find  those  who  have  been  able  to 
mobilize  a  clique  behind  them.  Such  indivi¬ 
duals  give  evidence  of  their  skill  and  ability 
in  developing  and  holding  a  following  in  the 
organization.  It  is  certainly  true  that  leader¬ 
ship  of  a  clique  may  be  used  for  purely  per¬ 
sonal  and  selfish  purposes  in  gaining  a  higher 
office  or  position  of  command.  But  precisely 
because  the  clique  is  centered  on  a  leader  and 
not  on  an  official  command  position,  the  clique 
leader  is  marked  as  an  individual  who  pos¬ 
sesses  effective  leadership  qualities.52 

In  a  contest  for  command  positions  within 
an  organization,  having  a  program  plays  an 
important  role  in  the  relative  success  of  the 
contestants.  Again  referring  to  Executive 
Suite,  the  uncertainty  of  the  hero’s  ultimate 
success  is  clearly  revealed  in  the  fact  that  he 
has  no  program  with  which  to  confront  the 
treasurer’s  plans  for  the  company.  It  is  only 
in  the  dramatic  scene  at  a  board  of  directors 
meeting  that  the  hero  rises  and,  in  a  highly 
charged  speech,  lays  out  a  clear-cut  program 
for  the  company  that  is  both  the  embodiment 
of  his  ideals  and  the  operating  basis  for  the 
product  development  of  the  company.  With 
his  program  dramatically  unfolded,  the  hero 
is  elected  to  the  presidency  by  acclaim. 

Most  clique-supported  battles  for  higher 
positions-  of  command  are  almost  invariably 
disguised  as  contests  between  alternative  pro¬ 
grams  for  the  organization.  This  turns  out  to 
be  highly  functional.  When  the  contest  over 
command  positions  is  put  in  these  terms,  the 
evaluation  of  the  principal  contestants  can 
focus  on  their  programs,  and  not  on  the  per¬ 


LEADERS  AND 

It  should  now  be  clear  that  there  is  a  sig¬ 
nificant  difference  between  a  leader  and  a 
commander.  In  this  chapter  we  have  analyzed 
characteristic  features  of  leadership,  and  types 
of  leadership  behavior.  In  our  analysis  of 


sonal  merits  of  the  contestants.  The  clique 
leader  who  is  ultimately  defeated  in  his  at¬ 
tempt  to  move  up  in  the  organization  can  re¬ 
main  within  the  organization,  beaten  but  un¬ 
bowed.  The  defeat  rests  on  the  program  and 
not  on  the  person  of  the  unsuccessful  bidder 
for  the  higher  post. 

In  this  way  schism  in  the  organization  is 
avoided.  The  organization  is  not  torn  apart 
by  the  defeated  leader  moving  off  with  a  group 
of  loyal  followers,  leaving  the  organization 
or  attempting  to  subvert  its  future  progress 
by  refusing  to  give  full  cooperation  to  his 
successful  rival. 

In  the  circumstances  where  two  men  of 
genuine  leadership  ability  struggle  against  each 
other,  there  is  always  a  probability  that  a 
dark  horse  will  be  chosen  as  the  occupant  of 
the  higher  office  for  which  the  contest  has 
been  held.  While  the  dark  horse  may  face  very 
sizeable  problems  in  winning  the  allegiance 
and  support  of  the  unsuccessful  contestants, 
the  organization  may  benefit  through  the  re¬ 
tention  of  the  defeated  clique  leaders  with 
their  obvious  leadership  skills. 

Ordinarily,  clique  struggles  within  an  or¬ 
ganization  are  viewed  as  undesirable,  but  inso¬ 
far  as  they  tend  to  reveal  the  real  leaders  in 
the  organization,  they  may  be  functional  for 
it.  Furthermore,  insofar  as  the  contest  for 
command  positions  are  carried  on  in  terms  of 
programs,  the  organization  may  also  benefit 
by  a  very  serious  consideration  of  the  merits 
of  competing  programs,  and  the  opportunity 
to  choose  among  them. 

In  some  respects,  clique  conflicts  within 
modern  large-scale  organizations  are  inevit¬ 
able.  A  large  number  of  capable  individuals 
compete  for  a  diminishing  number  of  jobs, 
the  higher  they  go  in  the  organization.  This 
may  make  the  need  for  amassing  clique  sup¬ 
port  in  order  to  move  upward  almost  an 
imperative  for  driving  and  highly  motivated 
executives. 


COMMANDERS 

“Management  as  Bureaucracy”  (Chapter  20), 
emphasis  was  placed  on  the  command  func¬ 
tions  of  management  behavior.  When  atten¬ 
tion  was  focused  on  rules  and  their  enforce¬ 
ment  (Chapter  19),  the  specific  functions  of 
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managers  in  policing  organization  behavior 
were  analyzed. 

We  have  filled  out  the  range  of  functions 
and  behaviors  of  management  men.  Any  com¬ 
mander  must,  at  some  time,  act  to  enforce 
rules  and  regulations;  these  functions  go  to¬ 
gether.  Leadership  may  be  an  asset  to  a  com¬ 
mander,  but  its  absence  may  not  disqualify 
him.  Some  leaders  command  and  enforce  reg¬ 
ulations.  Some  leaders  just  lead. 

The  behavior  of  the  informal  leader  is  in¬ 
dependent  of  any  formal  command  functions. 
Indeed,  it  is  one  of  the  characteristics  of  the 
informal  leader  that  he  is  not  in  a  position  of 
command,  does  not  hold  an  organization  posi¬ 
tion,  and  that  he  has  an  intimate,  personal 

NOTES  FOR 

1  Consistent  with  the  whole  orientation  of  this 
book,  we  will  not  deal  with  materials  on  the  per¬ 
sonality  characteristics  of  leaders,  or  the  psycho¬ 
dynamics  of  leadership  roles.  An  analysis  com¬ 
patible  with  the  one  used  in  this  volume  will  be 
found  in  Philip  Selznick,  Leadership  in  Administra¬ 
tion  (Evanston:  Row,  Peterson  and  Company, 
1957). 

2  An  excellent  set  of  empirical  studies  of  leaders 
in  various  organization  settings  will  be  found  in  A. 
W.  Gouldner  (ed.),  Studies  in  Leadership  (New 
York:  Harper  &  Brothers,  1950).  T.  N.  Whitehead, 
Leadership  in  a  Free  Society  (Cambridge:  Harvard 
University  Press,  1936),  analyzes  leadership  in  in¬ 
dustrial  firms  and  emphasizes  the  dependence  of 
social  well  being  on  broad  gage  industrial  leader¬ 
ship. 

3  Cf.  T.  N.  Whitehead,  “Human  Relations  Within 
Industrial  Groups,”  Harvard  Business  Review  14:1- 
13  (Autumn,  1935),  in  which  the  two-fold  respon¬ 
sibility  of  industrial  leadership  is  declared  to  be: 
attainment  of  firm’s  economic  objectives  (our  con¬ 
fronting  of  change),  and  maintenance  of  satisfactory 
human  relations  (our  morale  building). 

4  One  of  the  best  general  sources  of  studies  and 
approaches  to  the  morale  building  functions  of  lead¬ 
ership  is  Harold  Guetzkow  (ed.),  Groups,  Leader¬ 
ship,  and  Men  (Pittsburgh:  Carnegie  Institute  of 
Technology  Press,  1951). 

5  A  general  analysis  of  a  case  in  which  the  be¬ 
havior  of  a  business  executive  and  subordinate’s 
responses  to  him  provide  materials  for  generaliza¬ 
tion  about  leadership  functions  is  Chris  Argyris, 
Executive  Leadership  (New  York:  Harper  & 
Brothers,  1953).  C.  L.  Shartle,  “Leadership  and 
Executive  Performance,”  Personnel,  25:370-380 
(March,  1949),  suggests  some  of  the  relationships 
between  leadership  types  and  leader  functions. 

6  See:  T.  C.  Cochran  and  William  Miller,  The 
Age  of  Enterprise  (New  York:  The  Macmillan  Com- 


relationship  with  his  followers. 

Every  official  who  fills  an  organization  posi¬ 
tion  or  office  has  some  command  functions.  It 
is  not  always  certain  that  each  official  will 
display  leadership.  It  is  relatively  easy  to  train 
persons  to  carry  out  management  command 
functions.53  It  is  much  more  difficult  to  select 
persons  to  be  leaders  in  management,  or  to 
train  managers  in  leadership  behavior.54 

The  qualities  of  leadership  seem  to  be 
rarer  than  the  qualities  of  command.  Com¬ 
mand  behavior  can  be  learned  more  readily 
than  leadership  can  be  inculcated.  Conse¬ 
quently  the  search  for  executives  of  organiza¬ 
tions  lays  great  stress  on  discovering  and  nur¬ 
turing  leadership  abilities.55 

CHAPTER  21 

pany,  1942);  William  Miller  (ed.),  Men  in  Business 
(Cambridge:  Harvard  University  Press,  1952);  and 
Reinhard  Bendix,  Work  and  Authority  in  Industry 
(New  York:  John  Wiley  &  Sons,  1956),  especially 
Chapter  5,  for  a  general  discussion  of  this  trans¬ 
formation. 

7  There  is  by  no  means  general  agreement  that 
such  transformation  in  the  symbolic  position  of 
business  leaders  has  really  taken  place.  Mills  argues 
that  the  “power  elite”  has  been  strengthened  by 
coalescence  of  business  elites  with  military  and 
other  elites.  The  power  elite  is  now  more  coherent, 
and  organized  around  a  program  which  is  non- 
responsible  and  immoral  measured  by  social  values 
according  to  Mills.  C.  W.  Mills,  The  Power  Elite 
(New  York:  Oxford  University  Press,  1956),  es¬ 
pecially  Chapter  15,  “The  Higher  Immorality.” 

8  One  of  the  interesting  mechanisms  by  which 
symbolic  leadership  is  developed  and  sustained  is 
through  organization  fictions.  See  Robert  Dubin, 
Human  Relations  in  Administration  (Englewood 
Cliffs,  N.  J.:  Prentice-Hall,  Inc.,  1951),  pp.  341-345. 

9  Max  Weber  chose  to  see  the  goal  selecting  be¬ 
havior  of  the  leader  as  resulting  from  ascription  of 
extraordinary  abilities  to  him.  He  considered  charis¬ 
matic  leaders  as  having  essentially  unrestricted  op¬ 
portunity  to  determine  group  goals.  Max  Weber, 
The  Theory  of  Social  and  Economic  Organization, 
translated  and  edited  by  A.  M.  Henderson  and  T. 
Parsons  (New  York:  Oxford  University  Press, 
1947),  pp.  358-363. 

10  This  has  been  particularly  well  analyzed  in 
Philip  Selznick,  “An  Approach  to  a  Theory  of 
Bureaucracy,”  American  Sociological  Review,  8:51- 
54  (February,  1943). 

11  C.  I.  Barnard  has  made  an  excellent  analysis 
of  this  point  in:  Chapter  2,  “Dilemmas  of  Leader¬ 
ship  in  the  Democratic  Process,”  of  his  volume  of 
essays,  Organization  and  Management  (Cambridge: 


MANAGEMENT  AS  LEADERSHIP 


397 


NOTES  FOR  CHAPTER  21  (CONT.) 


Harvard  University  Press,  1948),  especially  pp.  39- 
42. 

12  A  group  of  workers  in  an  expanding  company 
were  constantly  seeking  adaptive  mechanisms  to 
overcome  their  feelings  of  insecurity  in  the  face 
of  changing  conditions  in  their  company.  Leadership 
helped  to  formulate  and  guide  group  choices  in 
uncertain  situations.  A.  K.  Rice,  “The  Use  of  Un¬ 
recognized  Cultural  Mechanisms  in  an  Expanding 
Machine-Shop;  With  a  Contribution  to  the  Theory 
of  Leadership  (The  Glacier  Project)— III,”  Human 
Relations,  4:143-160  (1951). 

13  Cf.  Donald  Pelz,  “Influence:  A  Key  to  Effec¬ 
tive  Leadership  in  the  First  Line  Supervisor,”  Per¬ 
sonnel,  29:3-11  (November,  1952). 

14  Barnard  also  points  out  that  the  leader  creates 
moral  codes,  besides  administering  those  already  a 
part  of  the  group  ethos.  C.  I.  Barnard,  The  Func¬ 
tions  of  the  Executive  (Cambridge:  Harnard  Uni¬ 
versity  Press,  1938),  pp.  272-284,  and  especially  p. 
279. 

15  A  literature  has  grown  up  concerned  with  social 
perception  of  others  as  a  variable  determining  be¬ 
havior.  Leader  perception  of  followers  as  it  affects 
leadership  is  examined  in:  F.  E.  Fiedler,  “The  In¬ 
fluence  of  Leader-Keyman  Relations  on  Combat 
Crew  Effectiveness,”  Technical  Report  No.  9,  Project 
on  Social  Perception  and  Group  Effectiveness,  Group 
Effectiveness  Research  Laboratory,  University  of 
Illinois,  n.d.,  Mimeographed. 

16  Weber,  op.  cit.,  pp.  358-359. 

17  It  is  somewhat  old-fashioned  to  talk  about  a 
leader  as  an  example,  but  this  does  not  obviate  the 
relevance  of  example  in  leadership.  Cf.  W.  D.  Scott, 
Increasing  Human  Efficiency  in  Business  (New 
York:  The  Macmillan  Company,  1914),  in  which 
stress  is  put  on  the  leader’s  example. 

18  A  very  interesting  analysis  of  the  consequences 
for  organization  of  different  kinds  of  leadership  in 
confronting  change  is  the  comparison  made  of  gov¬ 
ernment  vi.  private  entrepreneurs  in  the  development 
of  industry  in  under-developed  areas.  Brozen  con¬ 
cludes  that  the  latter  is  more  functional.  See:  Yale 
Brozen,  “Business  Leadership  and  Technological 
Change,”  American  Journal  of  Economics  and  So¬ 
ciology,  14:13-30  (October,  1954). 

19  This  distinction  is  particularly  highlighted  in 
the  role  of  consultant  to  management  of  an  organ¬ 
ization.  The  consultant  is  not  even  an  organization 
member  and  certainly  does  not  lead  its  members. 
See  Journal  of  Social  Issues,  4:1-53  (Summer, 
1948),  entire  issue,  and  especially  Alex  Bavelas, 
“Some  Problems  of  Organizational  Change.” 

20  This  is  substantially  the  point  made  by  Barnard 
when  he  emphasizes  that  the  organization  “is  the 
instrumentality  of  action  so  far  as  leaders  are  con¬ 
cerned  .  .  .  .”  C.  I.  Barnard,  Organization  and  Man¬ 
agement,  p.  89. 

21  In  one  of  the  early  and  still  important  studies 
of  business  leadership,  Gordon  stressed  the  fact  that 


the  “real”  decisions  had  different  points  in  the 
management  structure  at  which  they  were  made, 
depending  on  the  subject  of  decision.  R.  A.  Gordon, 
Business  Leadership  in  the  Large  Corporation 
(Washington:  The  Brookings  Institution,  1945). 

22  This  is  illustrated  in  the  field  of  labor  relations 
in  the  plea  by  Slichter  that  businessmen  must  adopt 
new  strategies  to  regain  social  influence  in  the  face 
of  labor  dominance  of  the  economy.  Slichter  pro¬ 
poses  a  program  for  a  new  business  outlook.  S.  H. 
Slichter,  “The  Businessman  in  a  Laboristic  Econ¬ 
omy,”  Fortune  42:108  ff.  (September,  1949). 

23  A  study  of  management  succession  illustrates 
this  identification  of  program  with  leader.  C.  R. 
Christensen,  Management  Succession  in  Small  and 
Growing  Enterprises  (Boston:  Harvard  Graduate 
School  of  Business  Administration,  Division  of  Re¬ 
search,  1953). 

24  A  case  history  of  railroad  leaders  during  the 
golden  age  of  transcontinental  expansion  makes  this 
clear.  T.  C.  Cochran,  “The  Executive  Mind:  The 
Role  of  Railroad  Leaders,  1845-1890,”  Bulletin  of 
the  Business  Historical  Society,  25:230-241  (Decem¬ 
ber,  1951). 

25  Illustrative  of  the  distribution  of  time  in  execu¬ 
tive  behavior  that  points  up  the  episodic  character 
of  certain  kinds  of  decisions  is:  Sune  Carlson,  Ex¬ 
ecutive  Behavior:  A  Study  of  the  Work  Load  and 
the  Working  Methods  of  Managing  Directors 
(Stockholm:  Stromborgs,  1951). 

26  A  fascinating  analysis  of  the  role  of  leadership 
in  destroying  present  operating  arrangements  in 
order  to  replace  them  with  improvements  emphasizes 
creative  destruction  in  Schumpeter’s  sense.  The 
author  suggests  labeling  such  leaders  who  may  be 
called  on  specially  to  carry  out  the  destructive  role 
as  demonic  figures.  See:  Fritz  Redlich,  “Business 
Leader  as  a  ‘Daimonic’  Figure,”  American  Journal 
of  Economics  and  Sociology  12:163-177  (January, 
1953). 

27  It  has  been  observed  that  stability  in  employer- 
employee  relations  as  measured  by  a  reduction  in 
conflict  occurs  where  some  agreement  develops  on 
the  firm’s  objectives.  Douglas  McGregor,  “Condi¬ 
tions  of  Effective  Leadership  in  the  Industrial  Or¬ 
ganization,”  Journal  of  Consulting  Psychology,  8: 
55-63  (March-April,  1944). 

28  One  of  the  best  studies  of  leadership  problems 
in  confronting  change  is  the  analysis  of  manage¬ 
ment  of  one  of  the  wartime  relocation  camps  for 
West  Coast  residents  of  Japanese  ancestry  who  were 
removed  from  the  coastal  area  by  government  di¬ 
rective.  The  author  was  part  of  the  camp  adminis¬ 
tration  and  describes  in  detail  the  continuous  equili¬ 
brium  problems  faced.  A.  H.  Leighton,  The  Gov¬ 
erning  of  Men  (Princeton:  Princeton  University 
Press,  1945). 

29  See  Donald  Pelz,  “Leadership  within  a  Hier¬ 
archical  Organization,”  Journal  of  Social  Issues, 
7:49-55  (1951). 
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30  Cf.  R.  C.  Davis,  The  Fundamentals  of  Top 
Management  (New  York:  Harper  &  Brothers, 
1951). 

31  In  this  connection  see  L.  R.  Boulware,  “The 
Business  Leader’s  Larger  Job,”  pp.  46-69  in  Marvin 
Bower  (ed.),  The  Development  of  Executive  Lead¬ 
ership  (Cambridge:  Harvard  University  Press, 
1949).  In  the  small  work  organization  the  three  gen¬ 
eral  levels  of  leadership  functions  may  be  combined 
into  two  or  one. 

32  It  is  from  this  standpoint  that  the  literature  on 
supervision  is  oriented.  See,  for  example,  G.  D.  Hal¬ 
sey,  Supervising  People  (New  York:  Harper  & 
Brothers,  1946). 

33  A  sense  of  this  progression  from  one  level  of 
leadership  to  the  next  highest,  with  its  attendant 
problems,  is  conveyed  in  “The  Nine  Hundred,” 
Fortune,  46:132  ff.  (November,  1952). 

34  The  chain-like  character  of  the  morale  func¬ 
tions  of  leadership  is  revealed  in  a  study  of  a  motor 
truck  plant  where  the  foremen’s  morale  functions 
are  shown  to  be  partly  the  consequence  of  the  way 
in  which  their  own  morale  was  built  and  sustained 
by  superiors.  E.  A.  Fleishman,  “Leadership  Climate” 
and  Supervisory  Behavior:  A  Study  of  the  Leader¬ 
ship  Role  of  the  Foreman  in  an  Industrial  Situhtion 
(Columbus:  Ohio  State  University  Personnel  Re¬ 
search  Board,  1951). 

35  This  is  well  illustrated  in  an  analysis  of  the 
advent  of  a  new  executive  installing  new  policies  and 
programs.  E.  P.  Learned,  “Problems  of  a  New 
Executive,”  Harvard  Business  Review,  27:362-372 
(May,  1949). 

36  An  illuminating  discussion  of  this  point  is  con¬ 
tained  in  Melville  Dalton,  “Managing  the  Man¬ 
agers,”  Human  Organization,  14:4-10  (Fall,  1955). 

37  C.  I.  Barnard,  The  Functions  of  the  Executive, 
p.  194. 

38  This  is  related  to  the  hoarding  of  responsibility 
discussed  in  the  previous  chapter. 

39  See  Chapter  19  for  a  further  discussion  of 
standing  orders. 

40  A  study  of  the  imagery  of  successful  business 
leaders  suggests  certain  value  orientations  held  in 
common.  This' is  typology  based  on  outlook  quite 
different  from  our  typology  using  organization  po¬ 
sition  as  its  differentiating  criterion.  W.  E.  Henry, 
“The  Business  Executive:  The  Psycho-Dynamics  of 
a  Social  Role,”  American  Journal  of  Sociology, 
54:286-291  (January,  1949). 

41  A  detailed  examination  of  the  functions  of  a 
leader  in  primary  associations  will  be  found  in 
George  C.  Homans,  The  Human  Group  (New  York: 
Harcourt,  Brace,  and  Co.,  1950),  Chapter  16,  “The 
Job  of  the  Leader.” 

42  See  an  analysis  of  the  basis  of  leadership  in 
primary  associations  in  R.  L.  Pellegrin,  “The 


Achievement  of  High  Statuses  and  Leadership  in 
the  Small  Group,”  Social  Forces,  32:10-16  (October, 
1953). 

43  This  is  the  central  point  made  in  C.  K.  War- 
riner,  “Leadership  in  the  Small  Group,”  American 
Journal  of  Sociology,  60:361-369  (January,  1955). 

44  See  Chapter  16. 

45  Cf.  C.  I.  Barnard,  Organization  and  Manage¬ 
ment,  pp.  42-43. 

46  See  J.  M.  Jackson,  “The  Effect  of  Changing 
the  Leadership  of  Small  Works  Groups,”  Human 
Relations,  6:25-44  (1953). 

47  Reported  in  A.  N.  Turner,  “Interaction  and 
Sentiment  in  the  Foreman-Worker  Relationship,” 
Human  Organization,  14:10-16  (Spring,  1955). 

48  This  is  suggested  in  the  study  of  the  top  execu¬ 
tives  of  a  tire  and  rubber  company.  See  C.  G. 
Browne,  “Study  of  Executive  Leadership  in  Busi¬ 
ness,”  Journal  of  Applied  Psychology,  33:521-526 
(December,  1949).  Three  additional  parts  of  this 
study  are  reported  in  the  same  journal:  34:12-15 
(February,  1950)  34:82-87  (April,  1950)  and  35: 
34-37  (February,  1951). 

49  Perhaps  one  important  reason  that  paternalism 
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management  alternatives  for  handling,  314 
personal  contrasted  with  grievances,  327 
defined,  327 

management’s  point  of  view  on,  327 
Discrimination  in  employment,  160-162 
Division  of  labor  and  bureaucracy,  371 
and  dependency,  52 

and  effects  of  automation,  191-192;  196-199 
and  power  relations,  52 
and  prestige,  53 
consequences  of,  52 

coordination  of,  problem  of  executive  decision, 
114-115 
defined,  48 

effects  on  power  structures,  48 
horizontal  and  types  of  authority,  84-85 
defined,  78 

necessary  conditions  for,  78-79 
necessary  conditions  for,  48;  114 
new  tasks,  characteristics,  183-184 
organization,  functional  aspects  of,  79-80 
operational  aspects  of,  78-79 
relation  to  formal  organization,  50 
specialization,  characteristics  of,  179 
effects  on  individuals,  177-178 
effects  on  social  cohesion,  177 
effects  on  social  structure,  176-178 
necessary  conditions  for,  177 
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Division  of  labor  and  bureaucracy  ( Coni .): 
sub-division  and  work  control,  181 
and  work  integration,  180 
characteristics  of,  179 
consequences  of,  185-186 
forms  illustrated,  182-183 
necessary  conditions  for,  179-180 
vertical,  defined,  80 
Duties  and  work  assignments,  88 


Education,  U.  S.  Labor  force,  150-152 
Employee  services,  consequences  of,  329 
Executive  decision  and  accounting,  118 
and  authority  structures,  112-113 
and  automation,  203-205 
and  committee  delegation,  380-381 
and  continuity  of  organization,  111;  118-119 
and  coordination  of  organizational  changes,  119- 
121 

and  division  of  labor  coordination,  1 14-115 
and  institutional  practices,  110-118 
and  operations  research  and  linear  programming, 
115-116 

and  power  structures,  113-114 

and  production,  117-118 

and  professional  ties  of  experts,  115 

and  rationality  norms,  112 

and  sales,  118 

and  status  structures,  113 

and  technology,  117 

Experts  and  legitimation  of  competence,  374-375 
professional  standards  and  organization  loyalty, 
114-115 


Fellow  workers  and  rules,  356 
Females  as  reserve  labor  force,  132 
Function  defined,  29 


Grapevine  and  communication,  340 
Group  incentives  vs.  individual  incentives,  239-240 
membership  and  communication,  347 
Grievances  contrasted  with  personal  discontents,  327 
defined,  315-316;  320 

Grievance  procedure  and  contract  administration, 
322 

and  nature  of  organization,  323 
and  right  of  appeal,  315 
and  supervisor  or  policy  evaluation,  323 
and  union  politics,  317 
as  channel  of  communication,  323 
as  substitute  for  formal  rules,  322 
consequences  for  authority  structures,  315 
consequences  for  power  structures,  322 
defined,  314 

legalistic  and  clinical  approaches  contrasted,  315 
legitimacy  of  subjects  involved,  316 
reality  of  subjects  involved,  316 
scope  of  application,  323 
subjects  involved,  315 
union  and  management  views  of,  322 
utilization  by  union  and  individuals,  323 
Grievance  process  and  authority  relations,  324 
and  institutionalization  of  discontents,  324-325 
and  non-formal  behavior,  326 
and  power  relations,  324 
and  status  relations,  324 
and  technological  behavior,  324 
management  and  arbitration,  321-322 
as  final  judge,  320-321 


Grievance  process  and  authority  relations  ( Cont .): 
non-violent  settlement  of  discontents,  325 
number  of  workers  involved,  320 
variety  of  subjects  involved,  324 


Impersonal  administration  and  rules,  352-353 
Incentives  and  careers,  278-279 
and  community  pay  levels,  229-230 
and  consumer  income,  231 
and  cost  of  living,  23  1 
and  job  mobility,  232-233 
and  job  stability,  232-233 
and  motivation,  contrasted,  215 
and  present  dissatisfactions,  227 
and  present  satisfactions,  226-227 
and  problems  of  job  evaluation,  232-236 
and  problems  of  rule  enforcement,  361-362 
and  promotions,  282 
and  redistribution  of  income,  232 
and  sharing  technological  productivity,  231 
and  status  structures,  54-55 
authority  pay,  245 

balance  between  mobility  and  stability,  236-237 
consequences  for  social  relations,  238-239 
defined,  213-225 

efficacy  of  stability  incentives,  237-238 
financial  and  non-financial  contrasted,  226 
dual  aspects  of,  228 
non-wage,  240 
purposes  of,  228-229 
relative  importance  of,  240-241 
social  meaning  of,  232 
functional  equivalents  as  form  of,  227 
individual  vs.  group  pay,  239-240 
job  satisfaction  factors  in,  241-243 
non-financial  defined,  241 
organizational  variations  in,  246 
power  pay,  244-245 
privilege  pay,  243 

and  group  dynamics,  243-244 
status  pay,  245-246 
Indifferent  worker,  257-258 
Indirect  labor,  pictures  of,  18-19 
Indoctrination  and  communication,  337-338 
Industry,  basic,  pictures  of,  10-11 
non-factory,  pictures  of,  8-9 
Initiative,  variations  in  organization,  87 
Innovation  and  work  groups,  294-295 
and  command,  376 
conflicts  with  control,  377 
Institutional  practices  defined,  110 
in  executive  decisions,  110-118 
Isolated  worker,  105 

Isolation  as  a  consequence  of  leadership,  387 


lob,  effects  of  technology  on,  50-5 1 
four  aspects  of  and  prestige,  50-52 
differentials,  defined,  57 
structural  aspects  of,  57-58 
lob  evaluation  and  differential  pay,  232-236 
defined,  233 

incentive  aspects  of,  232-234 
methods  of,  233-234 

problems  of  administration,  inaccuracies,  236 
rigidity,  234-235 

lob  leisure  and  social  relations,  97-98 
lob  mobility  and  incentives,  232-233;  236-237 
and  rules,  352 

lob  oriented  worker,  255-256 
Job  satisfaction  as  incentive,  241-243 
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Job  shifts,  265-267 

amount  due  to  chance,  273 
and  age,  270 
and  getting  ahead,  270 
occupation  and  industry  changes  in,  267 
Job  stability  and  incentives,  236-237 
Job  tasks  and  rules,  355-356 
Job  vs.  employer,  254 

Jobs,  number  by  occupational  group,  266-267 
number  during  working  life,  266 


Labor  force,  defined,  127-128 

international  comparisons  and  technological  de¬ 
velopment,  135 
social  characteristics,  134-135 
Labor  force  of  United  States,  age  composition,  148- 
149 

child  labor,  129 
education,  150-152 
effects  of  automation,  196-198 
effects  of  racial  discrimination,  160-162 
effects  of  war,  129-131 
ethnic  composition,  152-156 
females  as  reserves,  132 
fluid  characteristics,  summarized,  145 
geographical  distribution,  142-145 
and  automation,  202-203 
heterogeneity  and  organization  rules,  353-354 
problems  of,  147-148;  162-163 
problems  of  communication,  340-341 
horizontal  mobility,  156-160 
occupational  trends,  137-139 
population  and.  128-129 
racial  composition,  160 
seasonal  variations,  133 
sex  composition,  129 
skills  required,  140-142 
and  automation,  199-202 
Labor  supply  and  technology,  175 
Leadership  and  bureaucrats,  375 
and  occasions  of  exercise,  392-393 
and  problems  of  isolation,  387 
as  arbiter,  388 
as  decision  maker,  387-388 
as  goal  definer,  387 
as  group  symbolizer,  386 
as  model  for  group,  388 
clique,  394-395 

contrasted  with  command,  summary,  395-396 
distinguished  from  command,  385-386 
formal,  394 
informal,  393-394 

and  conflict  with  formal  behavior,  394 
morale  function,  formal  vs.  informal  leaders,  386- 
387 

location  in  organization,  391-392 
summarized,  389 
organization  change,  389-390 
and  timing,  391 

and  future  orientation,  390-391 
as  test  of  effective  executive,  390 
contrasted  with  morale  functions,  389,  391,  392 
Leaving  work,  pictures  of,  22-23 
Leisure  and  automation,  208 
Life  history  and  meaning  of  work,  259 
Linear  programming  as  form  of  decision  making, 
115-116 

Limited  ambition  and  career,  280-281 
Loyalty,  employer  vs.  job,  254 
of  bureaucrats,  373-374 
of  job  oriented  worker,  256 


Make  and  assemble  pictures,  14-15 
Management  and  control  of  promotions,  281-282 
and  grievance  procedures,  322-323 
and  meaning  of  work,  258-259 
and  morale,  219-220 

approaches  to  worker  dissatisfaction,  327-330 
attitudes  towards  personal  discontents,  327 
direction  and  bureaucracy,  369-370 
pictures  of,  6-7 

Mechanization  and  flow,  pictures  of,  12-13 
Merit  rating  and  pay  incentives,  237-238 
Mobility  and  separations,  285 
and  work,  264-276 
in  labor  force,  156-160 
Morale  and  interpersonal  relations,  218 
and  leadership  functions,  386-389 
and  motivation,  bases  contrasted,  222 
interrelationships,  218 
and  output,  220-221 
and  roles  of  leaders,  218-219 
and  types  of  leaders,  386-387 
and  work  groups,  302 
defined,  213,  217,  386 
distinguished  from  satisfactions,  386 
fluctuating  characteristics,  219-220 
Motivation  and  incentives  contrasted,  215 
and  internalization,  214 
and  morale,  bases  of,  222 
relations  with,  218 
and  rewards,  215-216 
and  work  organization,  216 
automatic  nature  of,  216-217 
defined,  213 

diffuse  nature  of,  213-214 

incomplete  determinant  of  behavior,  213-214 

relations  to  social  structure,  213-214 

stable  nature  of,  217 

varies  with  type  of  organization,  216 


Neutrality  and  work  groups,  318 
New  tasks,  characteristics  of,  183-184 
Non-financial  incentives  defined,  241 
Non-formal  behavior  systems,  68-70 
and  grievances,  326 


Obligations  and  work  assignments,  89 
Occupational  argots,  problems,  342 
and  coordination,  346-347 
Occupational  career,  276 
stages  in,  253 

Occupational  choice  and  education,  25 1 
and  chance  factors  in,  252-253 
Occupational  commitments,  factors  in,  252 
differences  and  length  of  working  life,  265 
mobility  and  chance,  271-276 
and  getting  ahead,  270 
by  occupational  classes,  270-271 
trends  in  U.  S.  labor  force,  137-139 
Occupations  and  number  of  jobs,  266-267 
changes  with  job  changes,  267 
Operations  research  as  form  of  decision  making, 
115-116 

Organization  and  attitudes  of  work  groups,  307-309 
change  and  social  relations,  98 
complexity  and  effects  on  administration,  367 
reasons  for,  367 

crises  and  worker  response,  259-260 
formal  and  relation  to  division  of  labor,  50 
reasons  for,  3 
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Organization  and  attitudes  of  work  groups  ( Cont .): 
size  and  command,  376 

effects  on  administration,  366 
trends,  365 

specialization  by  functions,  79-80 
by  operations,  78-79 
structure,  bases  of,  85-87 

consequences  for  grievance  procedure,  323 
differences  among  duties  of  members,  88 
differences  among  obligations  of  members,  89 
differences  among  privileges  of  members,  89 
differences  among  responsibilities  of  members, 
88 

differences  among  rights  of  members,  88-89 
differences  among  tasks  of  members,  88 
Organized  groups  and  innovation,  295-296 
and  morale,  303 
and  personality  integrity,  300 
and  standards  of  conduct,  298-299 
and  task  performance,  292-293 
task  group  as  type,  104-105 
team  group  as  type,  104 
technological  group  as  type,  105 
Orientation  and  communication,  337-338 
and  functions  of  command,  342-343 
Output  and  morale,  220-221 


Pay  increases  and  merit  rating,  237-238 
Pay  levels  and  consumer  income,  231 
and  cost  of  living,  23 1 
and  redistribution  of  income,  232 
Penalties  for  enforcing  rules,  359-360 
Personality  integrity  and  work  groups,  300 
Personnel  policy  and  problems  of  rule,  378-380 
defined,  378 

turnover  and  social  relations,  97 
Power  as  reward,  215-216 
defined,  48 
illegitimate,  52-53 
measurement  of,  30-32 
social  defined,  121 

of  executives,  121-122;  206 
Power  pay,  244-245 
Power  relations  and  consensus,  29 
and  grievances,  324 
and  formal  behavior,  66-67 
and  informal  behavior,  71 
and  non-formal  behavior,  69 
and  technological  behavior,  63-64 
defined,  29 
described,  28-31 
effects  of  division  of  labor,  52 
Power  structures  and  administrative  coordination, 
380 

and  bureaucratic  administration,  371 
and  consequences  of  grievance  procedure,  322 
and  task  dependence,  52-53 
defined,  48-49 

effects  of  division  of  labor  on,  48 
effects  of  formal  organization  on,  52 
effects  of  informal  norms  on,  52 
problems  for  executive  decision,  113-114 
Prestige  and  division  of  labor,  53 
Primary  association  as  voluntary  social  group,  101- 
103 

Privilege  pay,  243 

and  social  groups,  243-244 
Privileges  and  work  assignments,  89 
Promotions  and  career,  279 
and  incentives,  282 
and  goal  achievement,  282 


Promotions  and  career  (Cont.): 
and  language  behavior,  341 
and  paralleling  careers,  282-284 
and  style  of  living,  282 
management  control  of,  281-282 
rapid,  282 
within  a  career,  28 1 
work  to  career,  284 

Psychological  needs  and  social  relations,  95 
Punishment  and  authority,  34 


Racial  composition  of  labor  force,  160-162 
Recruitment  and  bureaucracy,  372-373 
as  basis  for  organization,  86-87 
Redistribution  of  income  and  pay  levels,  232 
Responsibilities  and  work  assignments,  88 
delegation  of  and  leadership,  389-390 
Rights  and  careers,  279 

and  work  assignments,  88-89 
Rules  and  authority  relations,  358 
and  cohesion,  353 
and  command  functions,  378-380 
and  evaluation  of  behavior,  352 
and  flexibility,  359 
and  grievance  procedure,  322 
and  internal  mobility,  352 
and  job  tasks,  355-356 
and  non-formal  behavior,  358 
and  organizational  loyalty,  361 
and  over-compliance,  356 
and  personal  conduct,  353-354 
and  prediction,  351-353 
and  problems  of  obsolescence,  356 
and  relations  with  fellow  workers,  356 
and  turnover,  352 

and  union-management  relations,  353 
as  impersonal  administration,  352-353 
codification  of,  356-357 
enforcement  of,  and  incentives,  361 
deprivations,  360-361 
penalties,  360 
relation  to  incentives,  362 
sanctions,  361-362 

problems  of  non-compliance,  357-358 
problems  of  over-  and  under-specification,  357 
subjects  involved,  354-355 
types  of,  affirmative,  352-353 
negative,  353 


Sanctions  and  enforcement  of  rules,  361-362 
Satisfactions  and  morale,  386 
Separations  and  worker  mobility,  285 
Shared  beliefs  and  authority,  35 
Skills  and  automation,  201-202 
required  by  technology,  174-175 
U.  S.  Labor  force,  140-142 
Social  relations,  consequences  for  work,  95-96 

organized  groups  contrasted  with  voluntary  groups, 
104 

reasons  for,  common  interests,  96 
job  leisure,  97-98 
organizational  change,  98 
personnel  turnover,  97 
psychological  needs,  95 
task  changes,  98-99 
task  performance,  96-97 
Social  responsibility  and  automation,  206 
Span  of  authority,  45 
Specialization  of  work  and  career,  280 
and  command,  376-377 
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Specialization  of  work  and  career  ( Cont.): 
and  social  cohesion,  177 
and  social  structure,  176-178 
characteristics  of,  179 
conditions  for,  177 
four  aspects  described,  49-52 
individual  and,  177-178 
reasons  for,  49 

Standards  of  conduct  contrasted  with  behavior  sys¬ 
tems,  297-298 

Standardization  and  rate  of  production,  187 
Status  and  aspects  of  jobs,  50-52 
and  technological  behavior,  64-65 
as  rewards,  215-216 
defined,  36 
marks  of,  37-38 
Status  pay,  245-246 
Status  relations  and  grievances,  324 
and  formal  behavior,  67-68 
and  informal  behavior,  72-73 
and  non-formal  behavior,  70 
as  source  of  grievances,  324 
cues  for,  36 
defined,  36 
peers,  36 

superior-subordinate,  36 
Status  structures  as  incentives,  54-55 
defined,  54 

five  types  described,  56-57 
problems  for  executive  decision,  113 
two  aspects  described,  55-56 
Sub-division  of  work  and  control,  181 
and  integration,  180 
and  monotony,  185 
and  pace,  1 86 
and  repetition,  185 
characteristics  of,  179 
conditions  for,  179-180 
Supervision  and  automation,  205-206 


Task  and  work  assignments,  88 
changes  and  social  relations,  98-99 
Task  group  as  organized  social  group,  104-105 
Task  performance  and  social  relations,  96-97 
and  work  groups,  291-292 
Team  as  organized  social  group,  104 
Technological  behavior  systems,  62 
and  grievances,  324 

Technological  group  as  organized  social  group,  105 
Technological  pay  increase,  231 
Technology  and  bureaucrats,  372 
and  definition  of  jobs,  50-51 
and  machine  power,  171-172 
consequences  for  labor  supply,  175 

for  mass  production  and  standardization,  175- 
176 

for  modern  industry,  171-174 
for  skills  needed,  174-175 
Titles,  types  of,  85-86 
Training  and  automation,  200-201 
and  language,  341 

Trained  incapacity  and  bureaucrats,  374-375 
and  career,  280 

Transfers  between  parallel  careers,  284 
from  obsolete  careers,  284-285 
Triad  as  voluntary  group,  100-101 
Turnover  and  rules,  352 


Union  activities,  pictures  of,  16-17 

Unions  and  utilization  of  grievance  procedures,  323 


Unions  and  utilization  of  grievance  procedures  {Cont.): 
and  views  of  grievance  subjects,  322 
politics  and  grievance  procedures,  317 

Vertical  mobility  and  bureaucrats,  372 
Voluntary  social  groups  and  innovation,  296-297 
and  morale,  303 

and  personality  integrity,  300-302 

and  standards  of  conduct,  299 

and  task  performance,  293-294 

cliques,  characteristics  of,  103 

diad,  characteristics  of,  99-100 

primary  association,  characteristics  of,  101-103 

triad,  characteristics  of,  100-101 

Wages  and  automation,  207 
Wealth  distribution  and  automation,  207 
Women  and  automation,  202 
at  work,  pictures,  20-21 
reserve  labor  force,  132 
Work  and  mobility,  264-276 
and  social  relations,  95-96 
definition  of,  4 

formal  behavior  and  authority  relations,  67 
and  power  relations,  66-67 
and  status  relations,  67-68 
informal  behavior  and  authority  relations,  71-72 
and  non-formal  behavior  contrasted,  70-71 
and  power  relations,  71 
and  status  relations,  72-73 
non-formal  behavior  and  authority  relations,  69-70 
and  power  relations,  69 
and  status  relations,  70 

technological  behavior  and  authority  relations,  64 
and  power  relations,  63-64 
and  status  relations,  64-65 
Work  groups  and  antagonism  towards  organization, 
309 

and  cooperation  with  organization,  307-308 
and  innovation,  294-295 
and  morale,  302 

and  neutrality  towards  organization,  308 
and  personality  integrity,  300 
and  standards  of  conduct,  297-298 
and  task  performance,  291-292 
distinguished  from  casual  associations,  290-291 
organized,  and  innovation,  295-296 
and  morale,  303 
and  personality  integrity,  300 
and  voluntary  contrasted,  304 
and  standards  of  conduct,  298-299 
and  task  performance,  292-293 
voluntary  and  innovation,  296-297 
and  morale,  303 

and  personality  integrity,  300-302 
and  standards  of  conduct,  299 
and  task  performance,  293-294 
Workers’  language  and  communication,  340-341 
response  during  organization  crises,  259-260 
Workers,  importance  of  work  to,  254-255;  260 
types  of,  community  oriented,  256-257 
indifferent,  257-258 
job  oriented,  255-256 
work  and  life  history,  259 
Work  satisfaction  and  counseling,  329-330 
and  grievance  procedures,  329-330 
Working  force  defined,  128 
Working  life,  average  number  of  jobs  during,  266 
length  of,  265-266 

occupation  differences  in  length  of,  265 
I  Work  vs.  career,  278 
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